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SUMMARY  OF  FINDINGS 


The  Boston  public  library  is  a  major  organization  unit 
of  the  City  government.  The  library  is  governed  by  a  board  of 
trustees,  the  members  of  which  are  appointed  by,  and  responsible 
to,  the  mayor.  The  library  system  consists  of  the  central  library 
at  Copley  Square,  a  business  branch,  and  30  other  branches  for 
general  library  uses.   Currently,  the  library  system  employes  over 
570  full-time  workers  and  about  120  part-time  workers.  The  total 
number  of  volumes  now  available  for  circulation  or  reference  exceeds 
1,800,000,  over  two-thirds  of  which  are  in  the  central  library. 
Library  receipts  and  expenditures  each  currently  exceed  $2,000,000 
annually. 

Chapter  11^  of  the  statutes  of  I878,  as  amended,  provides 
for  the  incorporation  of  the  library  trustees  principally  to  pro- 
vide a  means  for  taking  and  holding  real  and  personal  property 
donated  or  given  in  trust  for  use  of  the  library.  The  principal 
and  income  from  such  property  are  appropriated  and  expended  in 
accordance  with  the  terms  of  the  donations,  devises,  or  bequests, 
under  the  direction  of  the  corporation. 

This  report  is  confined  to  a  treatment  of  what  may  be 
described  broadly  as  the  business  and  general  administrative 
operations,  as  distinguished  from  the  technical  or  bibliothecal 
operations,  of  the  library  system.   The  circulation  and  reference 
divisions  are  accorded  only  incidental  treatment  in  evaluating 
the  general  administrative  and  business  operations  of  the  library 
system.  Hence,  the  report  deals  primarily  with  the  operations  of 
the  board  of  trustees,  the  general  administrative  offices,  and  the 
division  of  business  operations.   These  major  organization  units 
have  about  195  employes  with  an  estimated  annual  payroll  of 
approximately  $528,000. 

It  is  considered  that  the  top  management  of  the  library, 
involving  the  board  of  trustees,  is  energetic  and  conscientious. 
In  fact,  there  is  a  tendency  on  the  part  of  the  trustees  to  assume 
duties  and  responsibilities  for  the  administration  of  broad  policies 
and  programs  relating  to  such  matters  as  personnel,  purchasing,  and 
other  expenditures  which  materially  limits  the  trustees'  time  and 
energies  for  the  disposition  of  broader  management  problems.   Such 
administrative  functions  and  activities,  it  is  believed,  can  be 
handled  equally  well,  or  even  more  effectively,  at  lower  operating 
levels,  and  several  recommendations  are  presented  for  reassignment 
of  these  duties  and  responsibilities  accordingly. 

Further  evidence  of  the  trustees'  initiative  and  desire 
to  make  substantial  and  continuous  improvements  in  the  operations 
and  services  of  the  library  system  is  found  in  the  staffing  and 
functioning  of  the  examining  committee,  which  is  a  rather  large, 
complex,  and  unofficial  organization  unit.   This  committee  has  made 
many  worthwhile  recommendations  which  have  been,  or  are  being, 
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acted  upon  by  the  library's  management.   In  addition,  the  examining 
committee  provides  a  valuable  source  from  which  to  obtain  the 
services  of  experienced,  proven  individuals  on  the  board  of  trustees. 

The  broad,  overall  direction  and  supervision  of  the 
general  administrative  services  and  business  operations  of  the 
library  are  provided  by  the  director  and  librarian.   The  duties 
and  responsibilities  of  this  office  are  also  discharged  energetical- 
ly, and  attendant  problems  are  approached  with  unusual  progressive- 
ness.   It  is  apparent  that  this  position  now  involves  excessive 
burdens  of  administrative  detail.  This  condition  can  be  eased 
materially  by  establishing  and  filling  the  position  of  assistant 
director  and  librarian.  Aside  from  the  recommendation  with  respect 
to  additional  staff  assistance,  improvements  in  the  general  adminis- 
trative and  business  operations  of  the  library  can  be  achieved  by 
changes  in  the  organization  structure  of  the  division  of  business 
operations.  There  is  need  for  numerous  consolidations  of  related 
or  closely  allied  functions  and  activities  now  widely  dispersed 
among  the  general  administrative  offices  and  the  division  of 
business  operations. 

Under  the  current  organization  structure  of  the  library, 
there  are  four  organization  units,  separate  from  the  division  of 
business  operations,  which  are  known  as  general  administrative 
offices.  The  heads  of  these  four  units  report,  and  are  directly 
responsible,  to  the  director.   This  feature  of  organization  re- 
quires that  the  director  assume  responsibility  for  directing  the 
operations  of  seven  organization  units,  rather  than  three  which 
is  the  practicable  minimum  as  far  as  this  unit  is  concerned. 

The  functions  and  activities  of  these  general  administra- 
tive offices  are  generally  of  the  type  and  classification  of  offices 
assigned  to  the  division  of  business  operations  and,  therefore, 
these  general  administrative  units  could  be  combined  effectively 
with  those  of  that  division.  Numerous  recommendations  are  also 
presented  for  improving  the  general  pattern  of  functions  and 
activities  assigned  to  these  general  administrative  offices  upon 
incorporation  in  the  division  of  business  operations  to  gain  the 
benefits  of  consolidation,  undivided  responsibility,  and  elimina- 
tion of  duplicate  activities  and  records. 

The  top  management  of  the  division  of  business  operations 
is  considerably  more  limited  in  staff  than  that  provided  for 
directing  the  operations  of  either  the  circulation  or  the  reference 
division.   It  appears  essential  that  an  assistant  division  head 
should  be  appointed  to  assist  the  division  head  with  administrative 
detail  and  to  provide  continuity  of  management  in  the  division  of 
business  operations.  A  major  purpose  of  the  proposed  reorganiza- 
tion plan  for  the  division  is  to  relieve  the  division  head  of  many 
duties  and  responsibilities  directly  connected  with  day-to-day 
operations  which  should  be  assigned  to  various  department  and  sec- 
tion heads. 
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include  the  uuuauiuiauun  ui  axx  stairs,  runctions,  and  activities 
of  three  general  administrative  offices  in  a  single  department  of 
office  services;  the  consolidation  of  all  staffs,  functions,  and 
activities  involved  in  accessioning,  purchasing,  receiving,  shipping 
and  stockroom  operations  in  a  single  purchasing  department;  and 
the  similar  consolidation  in  a  single  department  of  the  present 
separate  printing  and  binding  departments. 

Recently  the  management  established  a  book  preparation 
department.  This  organization  unit  prepares  books  for  shelf  stocks 
and  makes  various  book  repairs,  thus  avoiding  the  use  of  the  more 
costly  facilities  and  higher  paid,  skilled  workers  in  the  binding 
department.  These  operations  should  result  in  substantial  savings 
in  filling  such  library  requirements.  Greater  consolidation  of 
these  functions  and  activities  throughout  the  library  system  is 
the  prime  need  to  make  such  an  operation  effective  to  the  fullest 
practicable  extent. 

Another  major  organization  unit  with  operations  of  con- 
siderable concern  to  the  management  is  the  binding  department.   It 
is  believed  that  the  lack  or  inadequacy  of  detailed  operating  data 
and  controls  has  prevented  effective  check  upon  operations  in  the 
past,  and  these  deficiencies  probably  are  the  cause  of  the  depart- 
ment's being  in  need  of  immediate  attention  and  energetic  overhaul. 

In  general,  it  is  considered  that  the  printing  department 
is  well  organized  and  managed.  With  the  possible  exception  of  the 
book  purchasing  and  binding  departments,  it  does  not  appear  that 
the  departments  in  the  division  of  business  operations  are  excessive- 
ly  staffed.  The  printing  department  is  believed  particularly 
noteworthy  in  this  respect,  inasmuch  as  it  is  in  need  of  additional 
personnel  to  utilize  the  full  production  capacity  of  printing 
equipment  and  to  meet  with  full  efficiency  the  printing  require- 
ments of  the  library. 

Some  economies  can  be  achieved  with  respect  to  the 
shipping  department  by  consolidating  its  staff,  functions,  and 
activities  in  the  proposed  purchasing  department.  Under  the 
current  operating  conditions,  it  is  not  considered  necessary  to 
give  departmental  status  to  this  staff  of  three  employes. 

The  building  department  is  the  largest  in  the  division 
and  is  reasonably  well  organized  on  functional  lines.   The  manage- 
ment has  made  significant  progress  in  providing  adequate  super- 
vision of  subsidiary  organization  units  within  the  department, 
clear  lines  of  authority,  and  an  equitable  compensation  plan. 
However,  there  is  need  for  strengthening  top  departmental  super- 
vision by  establishing  and  filling  a  position  with  duties  and  re- 
sponsibilities for  providing  adequate  direction  and  supervision 
to  cleaners  and  custodians  working  in  the  central  library  on  the 
night  shift.  A  rather  complex  problem  is  currently  under  study  by 
the  management  for  reducing  labor  costs  and  increasing  the 
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efficiency of  cleaning  operations  by  adjustments  in  the  number  of 
cleaners  and  custodians  and  has  provided  the  basis  for  numerous 
recommendations  for  improvement •  In  some  cases,  ample  evidence  is 
available  to  show  that  improvements  along  the  lines  recommended  in 
this  report  have  been  anticipated  by  the  library !s  management  and 
that  plans  have  been  formulated  or  action  is  being  taken  toward 
improvement . 

There  is  need  for  additional  policy  and  standard  practice 
manuals,  considering  the  number  of  employes,  the  complexity  of 
functions  and  organization  structure,  and  the  decentralization  of 
operations  in  Boston's  public  library  system.   Some  worthwhile 
action  has  been  taken  in  this  direction,  but  there  is  immediate  need 
of  additional  manuals  covering  policies,  procedures,  and  standard 
practice  instructions  covering  such  library-wide  matters  as 
personnel,  purchasing,  requisitioning,  and  the  like. 

It  is  believed  that  considerable  improvement  can  be  made 
in  general  purchasing  policies,  procedures,  and  forms.   Such  im- 
provements are  needed  particularly  in  book  purchasing  operations. 
Procedures  with  respect  to  stock  purchasing  are  exceptionally  well 
formalized  to  provide  the  library  with  the  benefits  of  competitive 
bidding  in  accordance  with  the  letter  and  spirit  of  applicable 
legislation. 

There  is  basic  need  for  developing  and  putting  into  effect 
various  programs  for  the  standardization  of  materials,  supplies, 
and  equipment  purchased  for  the  library's  central  stockroom  and  the 
printing  and  binding  departments,  and  with  respect  to  other  non- 
stock purchases.   Some  effort  has  been  made  in  this  direction  but 
it  has  not  been  sufficiently  comprehensive  and  continuous  to  be 
fully  effective. 

The  benefits  and  savings  frequently  gained  from  the 
operation  of  a  central  stockroom  are  recognized  by  the  library's 
management  and  work  is  currently  under  way  to  enlarge  central 
storage  facilities  for  the  purpose  of  consolidating  most  stores. 
Now,  the  printing  and  binding  departments  have  relatively  large 
separate  stores. 

The  policies,  procedures,  and  forms  involved  in  the 
financial  administration  of  the  library  were  examined  in  considera- 
ble detail.  Within  the  limitations  imposed  by  the  necessity  of 
conforming  to  standard  municipal  practices,  the  library  has  governed 
its  financial  affairs  well.  Very  few  weaknesses  are  in  evidence. 
The  important  weaknesses  that  do  exist  lie  in  the  confused  pattern 
of  assignments  of  responsibility  for  various  phases  of  financial 
administration,  the  complexity  of  procedures  for  controlling 
expenditures,  the  tendency  of  top  management  to  concern  itself  with 
routine  details,  the  duplication  of  preaudit  and  accounting  effort 
in  the  purchasing  and  accounting  departments,  and  the  disposition 
to  give  insufficient  attention  to  trust  fund  investment  portfolios. 
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Listed  in  this  manner ,    the  financial  administration 
weaknesses  cited  may  appear  to  be  more  important  than  is  actually 
the  case*  As  a  matter  of  fact,  the  library !s  management  has 
given  much  attention  to  financial  matters,  and  deficiencies  are 
outweighed  by  progressive  practices  which  reflect  credit  on  the 
library  staff. 
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SUMMARY  OF  RECOMMENDATIONS 


The  recommendations  expressed  or  implied  in  Report 
Number  19  on  the  library  department  are  as  follows: 

1.  Transfer  the  four  general  administrative  offices  in 
line  of  authority  below  the  director1 s  office  to  the 
division  of  business  operations.   (Sec.  7a) 

2.  Give  consideration  to  establishing  and  filling  the 
position  of  assistant  director  of  the  library. 
(Sec.  7b) 

3.  Assign  to  the  personnel  office  responsibility  for  the 
recruitment  of  all  civil  service  employes  for  the 
library  staff,   (Sec.  7c) 

km     Centralize  the  distribution  of  all  back  and  current 
issues  of  library  publications  in  the  records,  files, 
and  statistics  office.   (Sec.  7d  and  7e ) 

5.  Assign  to  the  central  stockroom  all  responsibilities 
with  respect  to  maintaining  stores  and  inventory 
data  covering  library  publications,   (Sec.  73 ) 

6.  Revise  working  schedules  and  assignments  of  employes 
in  the  information  office  with  a  view  to  reducing 
staff  requirements.   (Sec.  7e ) 

7.  Transfer  the  duties  and  responsibilities  of  the  in- 
formation office  for  editing  the  "B.P.L.  News"  to  the 
publications  office.   (Sec.  7e  and  7f ) 

8.  Transfer  all  functions  and  activities  of  the  informa- 
tion office  with  respect  to  publicity  to  the  publica- 
tions office.   (Sec.  7e  and  7f) 

9.  Establish  and  fill  the  position  of  assistant  head  of 
the  division  of  business  operations.   (Sec.  8a) 

10.  Adopt  and  put  into  effect  an  organization  plan  for  the 
division  of  business  operations  providing  for  the 
incorporation  of  the  four  general  administrative 
offices  into  the  new  division  and  for  greater  con- 
solidation or  coordination  of  related  or  allied 
functions  and  activities.   (Sec.  8  j  ) 

11.  Transfer  the  staff,  functions,  and  activities  of  the 
business  office  with  respect  to  stock  purchasing  and 
the  central  stockroom  to  the  proposed  purchasing 
department.   (Sec.  8b) 
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12.   Transfer  the  staff,  functions,  and  activities  with 
respect  to  book  purchasing  and  accessioning  to 
separate  sections  of  the  proposed  purchasing  depart- 
ment.  (Sec.  8d) 

1J>.     Discontinue  the  use  of  employes  of  the  professional 
and  sub-professional  services  for  performing  full- 
time  clerical  duties  relative  to  book  purchasing  and 
accessioning.   (Sec.  8d) 

Ik .   Provide  larger  quarters  and  more  suitable  facilities 
for  book  purchasing  and  accessioning  staffs  and 
operations.   (Sec.  8d) 

15 •   Consolidate  in  the  book  preparation  department  all 
functions  and  activities  as  to  book  preparation  and 
minor  book  repairs  covering  the  entire  library 
system.   (Sec.  8e ) 

16.  Make  the  binding  department  an  organization  unit 

within  the  proposed  printing  and  binding  department. 
(Sec.  8f) 

17 •  Add  one  linotype  operator  to  the  staff  of  the 
printing  department.   (Sec.  8g) 

18.  Make  the  printing  department  an  organization  unit 
within  the  proposed  printing  and  binding  department. 
(Sec.  8g) 

19.  Make  the  shipping  department  an  organization  unit 
within  the  proposed  purchasing  department.   (Sec.  8h) 

20.  Establish  and  fill  a  position,  with  appropriate 
compensation,  in  which  will  be  vested  the  duties 
and  responsibilities  for  providing  the  immediate, 
overall  direction  and  supervision  of  the  night  shift 
cleaners  and  custodians  of  the  central  library. 
(Sec.  81) 

21.  Add  one  watchman  to  the  central  library  staff. 

(Sec.  8i) 

22.  Reduce  the  number  of  cleaners  and  increase  the 
number  of  custodians  on  the  central  library  staff 
with  a  view  to  increasing  efficiency  of  maintenance 
operations  and  economies  in  payrolls.   (Sec.  8i) 

23.  Transfer  from  the  public  buildings  department  to 
the  library  the  responsibilities  for  custody  and 
maintenance  of  buildings  exclusively  occupied  by 
branch  libraries.   (Sec.  8i) 
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2^.  Eliminate  or  reduce  the  participation  of  the  board 
of  trustees  in  the  normal  administration  or  execu- 
tion of  the  broad  plans  and  policies  which  the  board 
has  approved.   (Sec.  9a) 

25.  Prepare,  publish,  and  distribute  manuals  covering 
personnel  policies  governing  clerical,  mechanical, 
and  part-time  employes  as  soon  as  practicable. 
(Sec.  9b) 

26.  Reduce  overtime  compensation  of  central  library 
cleaners  and  custodians  to  the  extent  practicable. 
(Sec.  9b) 

27.  Reduce  the  number  of  requisitions  used  throughout 
the  library  for  initiating  procurement  through  the 
book  purchasing  department.   (Sec.  9c) 

28.  Devise  and  use  a  book  purchase  order  form  which 
conforms  to  general  accepted  standards  of  good 
business  practice.   (Sec.  9c) 

29.  Improve  the  system  for  purchasing  or  rejecting  books 
delivered  to  the  library  on  approval.   (Sec.  9c) 

30.  Prepare,  publish,  and  distribute  a  list  of  articles 
carried  in  stock  to  provide  a  basic  means  for  im- 
proving requisitioning  from  stock  and  for  purchase. 
(Sec.  9d) 

31.  Develop  and  put  into  effect  a  program  for  the 
standardization  of  stock  and  non-stock  library 
materials,  supplies,  a&d  equipment.   (Sec.  9d  and  9e ) 

32.  Develop  and  put  into  effect  a  system  for  determining, 
on  an  efficient  basis,  the  articles  which  should  be 
added  to,  or  deleted  from,  stock.   (Sec.  9© ) 

33 •   Prepare,  publish,  and  distribute  a  manual  describing 
the  policies,  procedures,  and  forms  to  be  used 
throughout  the  library  system  in  requisitioning  and 
purchasing  library  supplies,  materials,  equipment, 
and  services.   (Sec.  9e) 

3^ •   Develop  reliable  cost  and  work  volume  data  with 

respect  to  printing  and  binding  operations  to  enable 
the  library's  purchasing  staff  to  make  periodic 
checks  on  these  services  by  comparison  with  those 
provided  by  outside  sources.   (Sec.  9f  and  9g) 

35 •   Develop  and  use  standard  bindings  for  library  books 
and  similar  materials  to  the  extent  practicable. 
(Sec.  9g) 
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36.  Purchase  specially  prebound,  reinforced  books  for 
library  stock  to  the  greatest  extent  practicable. 
(Sec.  9g) 

37*     Determine  the  causes  for,  and  reduce  to  the  extent 

practicable,  the  abnormal  absenteeism  in  the  binding 
department.   (Sec,  9g) 

38.   Subject  annual  budget  proposals  to  intensive  and 

critical  examination  by  the  board  of  trustees  before 
submitting  budget  requests  to  the  mayor.   (Sec.  10c) 

39»  Add  responsibility  for  continuous,  year-round  review 
of  departmental  operations,  personnel  requirements, 
and  facilities  to  the  duties  of  the  staff  member 
responsible  for  preparing  budgets.   (Sec.  10c) 

^0.  Divest  the  board  of  trustees  and  the  director  of  the 
library  of  all  activities  regarding  authorization  or 
review  of  routine  expenditures  and  subject  to  their 
examination  only  those  expenditures  which  represent 
departures  from  the  approved  financial  plan. 
(Sec.  lOd) 

Hi.     Reduce  petty  cash  funds  to  the  minimum  amounts 

necessary  for  small  reimbursements  and  cash  payments 
for  minor  expenses  as  soon  as  the  paper  work  in 
connection  with  routine  expenditures  is  simplified. 
(Sec.  lOd) 

42,  Discontinue  the  maintenance  of  appropriation  and 
revenue  accounts  as  soon  as  the  City's  central 
accounting  office  is  able  to  produce  the  necessary 
substitute  records.   (Sec,  lOe ) 

k~5 ,  Transfer  all  accounting  and  preauditing  work  now 

being  performed  by  the  library's  purchasing  offices 
to  the  accounting  department.   (Sec.  lOe ) 

Hk .      Combine  the  accounts  with  trust  fund  income  and 

expenditures  by  adding  a  register  to,  or  replacing, 
the  accounting  machine  now  in  U3e.   (Sec.  lOe ) 

^5.   Bring  the  transactions  of  all  trust  funds  under 
central  accounting  control.   (Sec.  lOe ) 

46.  Price  out  withdrawals  from  stores  and  charge  each 
department  with  the  cost  of  such  withdrawals. 
(Sec.  lOf) 

47.  Charge  the  cost  of  printing  jobs  against  the  depart- 
ments ordering  the  jobs,  and  install  a  job  ticket 
system  in  the  printing  department  to  allocate  such 
costs.   (Sec.  lOf ) 
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*t8.   Set  up  control  accounts  in  the  central  accounting 
records  for  accounts  receivable  arising  from  sales 
of  library  publications  and  rents  of  library 
property*   (Sec,  lOg) 

k9»     Expand  the  inventory  of  movable  property  to  include 
all  items  of  extended  life  which  have  a  value  in 
excess  of  some  reasonable  minimum,   (Sec.  lOi) 

50.  Include  statements  of  the  unencumbered  balances  of 
trust  fund  allotments  and  income  accounts  in  monthly 
financial  reports.   (Sec,  lOh) 

51.  Retain  professional  investment  counsel  to  supervise 
trust  fund  investment  portfolios,   (Sec.  10  1) 

52,  Maintain  a  card  ledger  of  the  items  comprising  trust 
fund  investment  portfolios,   (Sec,  10  1) 

53,  Standardize  the  terminology  used  in  referring  to 
financial  transactions  in  accordance  with  accepted 
good  practice,   (Sec.  10m) 
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BOSTON  PUBLIC  LIBRARY 


1 .  Introduction 

The  public  library  of  the  City  of  Boston  is  governed  by 
a  board  of  trustees.  The  trustees  are  appointed  by,  and  are  re- 
sponsible to,  the  mayor.  The  major  portion  of  the  library's 
support  is  derived  from  appropriations  made  by  the  City  council. 
The  library  is  also  the  beneficiary  of  numerous  trusts  and  dona- 
tions. The  trustees  alone  have  the  authority  to  appoint  a  director 
and  librarian  who  is  responsible  for  the  general,  overall  adminis- 
tration of  the  library  system. 

The  library  system  consists  of  the  central  library  at 
Coplay  Square,  the  business  branch  in  the  Edward  Kir stein  memorial 
library  building  at  20  City  Hall  Avenue,  the  school  department  at 
126  Tyler  Street,  and  30  branch  libraries.  Through  an  arrangement 
with  Harvard  University,  the  Baker  library  of  the  Harvard  graduate 
school  of  business  administration  also  is  considered  a  branch  of 
the  Boston  public  library.   On  a  similar  basis,  the  Boston  medical 
library  at  8  Fenway  is  a  branch  library. 

The  public  library  system  employs  over  570  full-time 
library,  clerical,  and  mechanical  workers  and  approximately  120 
part-time  workers.  The  total  number  of  volumes  in  the  book  stock 
of  the  library  system  exceeds  1,800,000,  of  which  over  1,365,000 
volumes  are  located  in  the  central  library.  The  balance  of  the 
book  stock,  or  about  ^46,000  volumes,  is  distributed  among  the  30 
branch  libraries.  Receipts  and  expenditures  each  currently  exceed 
$2,000,000  annually. 

2.  Scope  of  Report 

The  scope  of  this  report  is  confined  primarily  to  find- 
ings, conclusions,  and  recommendations  derived  from  a  study  of  what 
may  be  described  broadly  as  the  business  operations,  as  distinguished 
from  the  technical  or  bibliothecal  operations,  of  the  library- 
system.   In  line  with  this  objective,  an  analysis  and  appraisal  of 
the  organization,  staff,  policies,  procedures,  and  operations  were 
conducted  with  respect  to  the  board  of  trustees,  the  general 
administrative  offices,  and  the  division  of  business  operations. 
It  was  considered  that  the  circulation  and  reference  divisions  were 
concerned  primarily  with  the  technical  or  bibliothecal  operations 
of  the  library  and  these,  therefore,  were  studied  only  incidentally 
in  the  course  of  reaching  the  objective  just  outlined. 
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3.  History  of  the  Public  Library  System 

By  an  act  of  1848  the  City  was  authorized  to  establish 
and  maintain  a  public  library  as  a  municipal  institution  supported 
by  taxation.  This  special  legislation  antedated  a  general  law  of 
1851  which  authorized  any  city  or  town  in  the  Commonwealth  to 
establish  and  maintain  a  public  library,  with  or  without  branches, 
under  regulations  prescribed  by  city  or  town  authorities. 

A  City  ordinance  passed  in  1852  prescribed  a  definite 
form  of  library  organization  and,  in  1854,  rooms  in  the  Adams 
school  house  on  Mason  Street  were  provided  for  storing  and  using 
about  4000  volumes.  These  facilities  soon  were  inadequate.   By 
I856  a  portion  of  the  books  was  removed  to  the  Quincy  schoolhouse 
on  Tyler  Street.  Furthermore,  a  house  was  leased  at  Boylston 
Place  to  provide  additional  facilities.   By  the  end  of  1856,  the 
public  library  contained  approximately  40,000  volumes. 

Early  management  of  the  library  system  was  assigned  to 
trustees.  However,  it  became  evident  that  specially  trained 
personnel  with  potentially  longer  tenure  than  trustees  were  essen- 
tial for  providing  efficient  day-to-day  overall  administration  of 
the  system.   Consequently,  the  ordinance  of  1852  was  amended  to 
provide  for  a  superintendent  of  the  library  as  a  staff  officer  to 
d irec t  operat  ions . 

In  I858,  the  library  was  removed  to  Boylston  Street. 
This  was  the  first  building  in  the  City  to  be  devoted  exclusively 
to  library  use.   It  is  reported  that  the  building  cost  about 
$363,000.   By  1866  the  library  contained  over  100,000  volumes. 

The  increasing  population  of  the  City  and  public  demands 
on  library  facilities  required  a  gradual  extension  of  the  library1 s 
services.  Branch  libraries  were  established  beginning  with  the 
East  Boston  branch  in  1871.  Within  the  next  few  years  numerous 
other  branch  libraries  were  provided.  The  continued  growth  of  the 
library  and  the  increasing  complexity  of  its  operations  made  it 
apparent  that  the  early  organization  structure  of  the  library  system 
was  inadequate. 

Chapter  114  of  the  statutes  of  I878  provided  for  the 
incorporation  of  the  library  trustees.   In  addition,  the  act  pre- 
scribed the  composition  of  the  board  of  trustees;  the  manner  of 
their  appointment,  removal,  term  of  office,  and  time  of  meetings; 
their  general  authorities,  duties,  and  responsibilities;  and  other 
similar  things.  A  principal  feature  of  this  legislation  was  to 
empower  the  corporation  to  take  and  hold  real  and  personal  property, 
to  an  amount  not  exceeding  $1,000,000,  accepted  by  the  trustees 
for  the  use  of  the  public  library.  It  was  further  provided  that 
money  received  by  the  board  should  be  Invested  by  the  City  treasurer 
and  that  all  securities  of  the  corporation  should  be  placed  in  the 
custody  of  the  treasurer.   Principal  and  income  were  to  be 
appropriated  and  expended  according  to  the  terms  of  the  donations, 
devises,  or  bequests,  under  the  direction  of  the  corporation. 
Chapter  116  of  the  special  acts  of  1919  increased  the  taking  and 
holding  of   real  and  personal  property  by  the  board  of  trustees  to 
ol0,000,000.   Chapter  50  of  the  acts  of  I93I  further  increased 
this  amount  to  $20,000,000, 
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The  rapid  growth  of  the  library  made  the  Boylston  Street 
building  inadequate.   Land  was  acquired  at  Copley  Square  at  a  cost 
of  about  $200,000  and  construction  of  a  new  central  library  was 
started  in  1888.  This  structure  was  completed  and  occupied  in 
1895.   It  is  estimated  that  the  overall  cost  of  the  Copley  Square 
library  was  about  $2,450,000. 

Since  1895*  about  15  more  branch  libraries  have  been 
opened  to  the  public.  The  latest  one,  the  school  department 
library,  at  126  Tyler  Street,  was  established  in  July  1938. 

4 .  General  Functions  and  Activities 

The  functions  and  activities  of  the  public  library  system 
are  diverse.   In  broad  terms,  they  have  to  do  with  the  acquisition, 
preparation,  and  maintenance  of  books,  periodicals,  newspapers, 
documents,  and  similar  materials,  for  public  use.   Other  closely 
related  activities  include  the  cataloging  and  classification  of 
library  materials  and  the  establishment  and  maintenance  of  reading 
rooms  and  departments  for  selected  reading  or  research  in  such 
subjects  as  business,  education,  history,  fine  arts,  music,  litera- 
ture, and  philosophy.   Other  general  activities  include  answering 
reference  questions,  promoting  use  of  the  library,  aiding  in  re- 
search, and  preparing  numerous  publications  to  assist  or  inform 
the  public  of  library  activities  and  services. 

In  addition  to  the  regular  activities  of  the  various 
organization  units  of  the  library  system,  special  functions  and 
activities  include  the  conducting  of,  or  providing  facilities  for, 
free  lectures,  concerts,  exhibits,  and  special  programs  for 
children.   Statistics  presented  below  are  indicative  of  the  scope 
and  volume  of  some  library  activities.  Data  were  selected  from 
various  official  statistical  reports  prepared  by  the  library. 

A  summary  of  the  comparative  circulation  of  books  during 
recent  years  is  as  follows: 

19^6  19^7  1948 

■  !■■■■»  I  ■  — —!■■.■!         I»    II  II    ■■■     II    .■■!!■ 

Books  lent   for  home   use 

Reference  division  1*12,855  158,545  158,613 

Circulation  division  2,373,676  2,370,891  2,431,092 

Deposits   of  books    (estimated)  233,558  241,405  248, 8l6 

Total  circulation  2,750,089     2,770,841     2,838,521 

The   highest   volume   of   circulation  for  home  use   was 
reached   in  1932   with  5,567,681  books.      The   1948  total   circulation 
figure  represents  almost   a  50  percent   decrease   from  the   circula- 
tion activity   of   1932.      The   total  number   of  volumes   in  the   library 
book  stock  has   increased   steadily,   however,    from  about   10,000   in 
1852  to  over  1,811,000   in  1948. 
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The  number  of  registered  borrowers  at   the  end  of  each  of 
three  recent   years  was  as  follows: 

1946  1947  1948 

Adult  94,669         104,179         105,328 

Juvenile  59,208  48,546  57,640 

Totals  153,877         152,725         162,968 

During  the   same  years  the  number  of  borrowers  registered 
or  reregistered  was  as  follows: 

1946  1947  1948 

Adult  53,284  50,895  54,433 

Juvenile  29,916  28,620  29,010 

Totals  83,200  79,515  83,4^3 

In  summary,    the  approximate  number  of   lectures,    concerts, 
and  exhibits  held   in  the  central  library  and  listed   in  the  published 
library   statistical  reports  was  &s  follows: 

1946  1947  1948 

Lectures 
Concerts 
Exhibits 

The  approximate  number  of  volumes  added  and  made  available 
for  public  use  was  reported  as  follows: 

1946  1947  1948 

Circulation 
division  56,988  49,956  80,224 

Reference  divi- 
sion 49,956  14,026  20,416 

Totals  106,944  63,982  100,640 

These   statistics   do  not,    of   course,    give  a   complete 
picture   of   library  activities   in  recent   years,    but   they   do   indicate 
generally  the   scope  and   extent    of   some   of   the  more   common 
activities   of   the   library   system. 

5.      General   Organization  Plan  of   the   Public   Library 

The  basic   organization  structure   of   the  public   library 
consists  of  the  following  major  organization  units: 
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Board  of  trustees 

General  administrative  offices 

Circulation  division 

Reference  division 

Division  of  business  operations 

The  board  of  trustees,  as  the  governing  body  of  the 
library,  is  assisted  by  several  committees,  the  director,  and  a 
clerk. 

The  director  is  responsible  to  the  board  of  trustees  for 
the  general  administration  of  the  library.  The  director's  office 
and  several  relatively  small  organization  units  are  collectively 
known  as  the  general  administrative  offices.  These  offices  are 
concerned  with  those  functions  and  activities  not  handled  by  the 
circulation  or  reference  divisions  or  the  division  of  business 
operations. 

The  circulation  division  is  concerned  primarily  with 
library  or  bibliothecal  functions  and  activities  involved  in  pro- 
viding the  circulation  of  books  to  borrowers.  Most  of  these 
functions  and  activities  are  centered  in  branch  libraries  and 
certain  departments  in  the  central  library. 

The  reference  division  is  concerned  primarily  with 
library  or  bibliothecal  functions  and  activities  involved  in  pro- 
viding reference  material  for  public  use  and  is  centered  in  the 
central  library,  although  limited  reference  facilities  and 
materials  are  also  provided  in  numerous  branch  libraries. 

The  circulation  and  reference  divisions  are  further  sub- 
divided into  closed  and  public  departments.  Closed  departments, 
not  open  to  the  public,  are  concerned  with  the  selection  and 
preparation  of  library  materials  for  public  use. 

The  division  of  business  operations  is  concerned  with 
those  functions  and  activities  that  are  not  of  a  purely  library 
nature  and  which  are  not  assigned  to  other  organization  units  of 
the  public  library,  such  as  accounting,  maintenance,  personnel 
administration,  purchasing,  and  operation  of  a  central  stockroom. 

6.  The  Board  of  Trustees  and  Its  Committees 

a.   Board  of  Trustees:  The  board  of  trustees  of  the 
public  library  consists  of  five  members  who  are  appointed  by  the 
mayor  without  confirmation  by  the  City  council.   Trustees  serve 
without  compensation.   The  term  of  each  trustee  is  five  years, 
normally  beginning  with  the  first  day  of  May  in  the  year  of  appoint 
ment .   The  term  of  one  trustee  expires  each  year.  Frequently, 
members  of  the  board  serve  in  rotation  as  vice-president,  and  then 
president  of  the  board. 
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The  trustees  were  first  appointed  in  1852  as  a  pre- 
liminary organization  for  governing  the  library.  They  were  incor- 
porated under  the  provisions  of  Chapter  11^  of  the  acts  of  1878. 
The  legal  title  of  the  board  of  trustees  is  "The  Trustees  of  the 
Public  Library  of  the  City  of  Boston". 

In  accordance  with  the  acts  of  I878,  as  amended,  the 
incorporated  trustees  generally  have  the  powers  and  privileges,  and 
are  subject  to  the  duties,  restrictions,  and  liabilities  prescribed 
in  the  general  laws  relating  to  corporations.   Specifically  the 
board,  as  a  corporation,  has  authority  to  take  and  hold  real  and 
personal  property  to  an  amount  not  exceeding  $20,000,000  which  may 
be  given  to,  and  accepted  by,  the  board  for  the  benefit  of  the 
public  library  or  any  purpose  connected  therewith. 

Normally,  monies  received  by  the  corporation  are  invested 
by  the  City  treasurer  and  securities  belonging  to  the  corporation 
are  placed  in  the  custody  of  the  treasurer.   It  is  specifically 
provided  by  law  that  both  the  principal  and  income  shall  be 
appropriated  and  expended  according  to  the  terms  of  the  donations, 
devises,  and  bequests,  under  the  direction  of  the  board  of  trustees. 

The  trustees  have  the  power  to  make  such  rules  and  regu- 
lations relating  to  the  public  library  and  its  branches,  and  with 
respect  to  its  officers  and  employes  as  they  deem  expedient,  pro- 
vided such  rules  and  regulations  are  consistent  with  applicable 
legislation  and  subject  to  the  limitations,  restrictions,  and 
amendments  as  the  City  council  may  direct.   It  is  also  provided 
that  the  trustees  shall  have  the  general  care  and  control  of  the 
central  library  and  all  branches,  together  with  the  buildings  and 
rooms  containing  libraries,  fixtures,  and  furniture,  and  of  expendi- 
tures of  money  appropriated  therefor. 

The  trustees  may  appoint  a  director  and  librarian 
together  with  such  assistants  and  subordinate  officers  as  they  con- 
sider necessary  or  expedient.   Likewise,  the  trustees  may  remove 
such  officers  and  employes  and  fix  their  compensation.  However, 
it  is  provided  that  the  compensation  paid  shall  not  exceed  the  sum 
appropriated  for  the  purpose  by  the  City  council  and  the  income  of 
any  monies  which  lawfully  may  be  appropriated  for  the  same  purpose 
from  funds  or  property  held  by  the  trustees. 

Regular  meetings  of  the  board  are  held  on  the  first  and 
third  Fridays  of  each  month  from  October  through  June.   Special 
meetings  are  called  by  the  president  of  the  board.  The  annual 
organization  meeting  is  held  on  the  first  Friday  of  May  at  which 
time  the  president,  vice-president,  and  finance  committee  of  the 
board  are  elected  for  a  term  of  one  year. 

The  clerk  of  the  board  is  a  permanent  employe  of  the 
library  staff.  This  employe  also  fills  a  position  of  assistant  to 
the  director  and  librarian.   The  total  compensation  of  the  clerk 
is  $5100,  of  which  $1000  is  charged  to  the  offices  of  the  board 
and  the  balance  is  charged  to  the  director1 s  office. 
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Discussions  and  recommendations  vith  respect  to  the 
trustees1  participation  in  the  general  administration  of  the 
library's  operations,  as  distinguished  from  their  broad  policy- 
forming  functions  and  activities,  are  presented  in  subsequent  sec- 
tions of  this  report, 

b.  Finance  Committee;  The  finance  committee  of  the  board 
of  trustees  consists  of  three  members  of  the  board.  The  committee 
members  are  appointed  by  the  president  of  the  board  to  serve  for  a 
term  of  one  year.  The  director  and  librarian  serves  as  secretary 

of  the  finance  committee. 

The  principal  function  of  the  finance  committee  is  to 
direct  the  City  treasurer  in  the  investment  of  the  trust  funds  to 
which  the  trustees  hold  title  and  which  are  in  the  City  treasurer's 
custody.  Also,  this  committee  verifies  the  independent  audit  of 
the  cash  and  security  holdings  by  the  treasurer  and  to  which  the 
trustees  hold  title  by  a  personal  examination  of  accounts  and 
sampling  of  securities. 

c.  Examining  Committee:  As  required  by  City  ordinance, 
the  board  of  trustees  appoint  annually  an  examining  committee  of 
not  less  than  five  persons  who  are  not  members  of  the  board.  This 
committee,  with  one  of  the  board  as  chairman,  is  charged  with  the 
duties  of  making  an  examination  of  the  library  and  reporting  its 
findings  and  recommendations  to  the  board  of  trustees. 

The  examining  committee  normally  is  appointed  by  the 
trustees  in  May  of  each  year  and  shortly  after  the  annual  organiza- 
tion meeting  of  the  board.  The  committee  currently  consists  of 
JJO  citizens  at  large.   In  order  to  promote  effective  organization 
of  this  large  committee  and  to  provide  adequate  direction  and 
supervision  of  its  activities,  three  officers  are  installed.  These 
officers  are  a  chairman,  a  vice-chairman,  and  a  secretary.  The 
president  and  the  secretary  of  the  board  of  trustees  automatically 
become  chairman  and  secretary,  respectively,  of  the  examining 
committee.  The  vice-chairman  is  elected  by  the  committee  members. 

In  furtherance  of  effective  functioning  of  the  committee 
and  of  providing  an  equitable  distribution  of  duties  and  responsi- 
bilities among  committee  members,  several   subcommittees  have  been 
established.   The  members  of  the  examining  committee  are  assigned 
to  these  subcommittees  by  the  general  officers.   Current  sub- 
committees organized  and  staffed  to  study  and  report  on  various 
fields  of  activity  in  connection  with  the  library  system  include 
those  concerned  with: 
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Books 

Buildings  and  equipment 

Children's  work  and  work  with  schools 

Finance 

Friends  of  the  library 

Personnel 

Use  of  the  library 

Branch  libraries 

Special  departments 

Each  subcommittee  consists  of  six  or  more  members.  Each 
subcommittee  chairman  is  appointed  by  the  vice-chairman  of  the 
examining  committee. 

The  finance  subcommittee  of  the  examining  committee  has 
broader  functions  than  those  assigned  to  the  finance  committee  of 
the  board  of  trustees.  Whereas  the  latter  committee  is  concerned 
principally  with  the  investment  of  the  library's  trust  funds,  the 
finance  subcommittee  of  the  examining  committee  is  concerned  with 
broader  and  more  diversified  aspects  of  the  financial  structure 
and  administration  of  the  library  system.   This  subcommittee  con- 
siders the  financial  support  and  management  of  the  library, 
including  the  sources  from  which  its  revenue  is  derived  and  the 
manner  in  which  it  is  expended,  and  makes  recommendations  for 
improvement . 

For  the  purpose  of  coordinating  all  subcommittee  reports 
and  for  drafting  a  consolidated  report  of  the  examining  committee, 
a  general  subcommittee  is  appointed.  This  subcommittee's  members 
are  the  chairmen  of  the  other  subcommittees.   The  chairman  of  the 
general  committee  normally  is  the  vice-chairman  of  the  examining 
committee.  The  report  of  the  examining  committee  is  submitted  to 
the  trustees  usually  near  the  end  of  the  term  in  May  or  June. 

All  members  of  the  examining  committee  serve  without 
compensation  except  the  secretary  who  is  a  permanent,  salaried 
member  of  the  library  staff.  The  salary  of  this  employe  is  charged 
to  the  offices  of  the  trustees  and  director  as  described  elsewhere 
in  this  report. 

An  initial  impression  of  this  committee  organization  plan, 
its  functions  and  activities,  and  the  results  obtained  might  be 
that  the  examining  committee  is  an  unduly  cumbersome,  complicated, 
and  relatively  unproductive  means  for  arriving  at  findings,  con- 
clusions, and  recommendations  for  improvements  with  respect  to  the 
library  service.   On  the  other  hand,  there  are  seme  important 
benefits  to  be  gained  from  such  a  plan  and  its  operation. 

The  organization,  staff,  facilities,  functions,  and 
activities  of  the  library  are  greatly  diversified  and  widely  de- 
centralized.  Numerous  periodic  surveys  of  operations  with 
permanent  library  staff  are  likely  to  be  expensive  and  perhaps 
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lack  desirable  objectivity.  An  intelligent,  conscientious  group 
of  public  spirited  citizens  should  be  able  to  reach  reasonably 
accurate  conclusions  and  make  practical  recommendations  for  many 
economies  and  improvements.  Furthermore,  these  objectives  can  be 
reached  at  relatively  slight  cost  inasmuch  as  the  committee  members 
serve  without  compensation. 

From  an  examination  of  some  of  the  more  recent  annual 
reports  of  the  examining  committee,  it  is  believed  that  its  func- 
tions and  activities  are  of  substantial  value  to  the  management  of 
the  library  and  that  many  of  the  recommendations  arising  from  these 
studies  have  been  adopted  or  are  being  acted  upon.  Furthermore, 
participation  in  the  activities  of  the  examining  committee  frequent- 
ly serves  as  a  proving  ground  for,  and  provides  practical 
experience  to  qualify  as,  a  member  of  the  board  of  trustees. 

7.  The  General  Administrative  Offices 

V  ■    '■"    I  "         i  I)   I  I  i    I  i    i     i 

a.  General  Comments;  The  basic  organization  units, 
the  number  of  employes,  and  the  approximate  annual  payroll  cost  of 
the  general  administrative  offices,  as  of  February  1,  19^9,  were 
as  follows: 

Organization  Number  of     Annual  Pay- 

Unlt  Employes      roll  Cost 

Directors  office  6  $28,600 

Personnel  office  7  22,650 
Records,  files,  and 

statistics  office  k  10,100 

Information  office  6  15,200 

Publications  office  Jj  9,^25 

Totals  28         $85,975 

Ordinarily,  the  heads  of  the  four  general  administrative 
offices  listed  below  the  director's  office  in  this  tabulation  report 
and  are  responsible  to  the  director,  without  intermediate  super- 
vision.  Similar  lines  of  authority  exist  with  respect  to  the  heads 
of  the  circulation  and  reference  divisions  and  the  division  of 
business  operations. 

It  is  believed  that  the  functions  and  activities  of  these 
four  general  administrative  offices  are  generally  of  the  type  and 
classification  of  offices  in  the  division  of  business  operations 
and,  therefore,  that  these  general  administrative  offices  should 
be  placed  in  the  division  of  business  operations.   This  change 
would  serve  to  reduce  the  number  of  employes  reporting  direct  to 
the  director  to  a  practicable  minimum.  The  head  of  the  division 
of  business  operations  would  be  charged  with  providing  the  routine 
day-to-day  supervision  of  the  operations  of  these  four  general 
administrative  offices.   Perhaps  it  would  be  desirable  to  change 
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the  name  of  the  division  of  business  operations  to  the  division  of 
administrative  services  or  to  some  similar  title.   Such  a  change 
in  title  would  serve  to  indicate  more  clearly  a  broader  concept  as 
to  the  functions  and  activities  to  be  assigned  to,  and  to  be  per- 
formed by,  this  major  organization  unit, 

A  suggested  plan  of  reorganization  for  the  division  of 
business  operations  and  all  the  general  administrative  office, 
excluding  the  director's  office,  is  presented  elsewhere  in  this 
report  • 


b.  Director's  Office;  The  general  administrative  work 
of  the  library  is  said  to  be  centered  in  the  director's  office. 
The  current  full  title  of  the  chief  administrative  head  of  the 
library  system  is  "director  and  librarian."  Since  the  founding  of 
the  library,  various  titles  have  been  given  to  this  position,  such 
as  librarian,  superintendent,  and  director.  The  director  and 
librarian  is  appointed  by,  and  is  responsible  to,  the  board  of 
trustees  for  the  proper  administration  of  all  activities  of  the 
library  system  within  the  scope  of  the  powers  conferred,  and  the 
duties  imposed,  upon  him  by  the  trustees. 

The  positions,  the  number  of  employes,  the  compensation 
rates,  and  the  approximate  lines  of  authority  (indicated  by  inden- 
tations) in  the  director's  office,  as  of  February  1,  1949,  were  as 
follows: 


Position  Title 

Director  and  librarian 
Assistant  to  the 
director  and  clerk 
of  the  trustees 
Executive  assistant 
Probationary  assistant 
Unclassified  assistant 

Totals 


Number   of        Rate    of    Pay 
Employes      Weekly       Annual 


Annual   Payroll 
Cost 


$287=67     $15,000         $15,000 


1 

97.81 

5,100 

4,100* 

1 

61.37 

3 -.200 

3,200 

2 

43. 15 

2,250 

4,500 

1 

34.52 

1,800 

1,800 

6 


$28,600 


It  is  believed  that  the  broad,  overall  direction  of  the 
general  administrative  services  and  business  operations  of  the 
library  is  both  energetic  and  progressive.  Considering  the  com- 
plexity of  the  organization,  the  diversification  of  functions  and 
activities,  and  the  decentralization  of  facilities,  it  is  apparent 
that  the  position  of  director  and  librarian  involves  very  heavy 
duties  and  responsibilities. 


*As  discussed  elsewhere  in  this  report,  $1000  of  the  salary 
of  the  assistant  to  the  director  is  charged  to  the  office  of  the 
board  of  trustees  to  cover  the  cost  of  this  employe's  services  when 
acting  as  the  clerk  of  the  board  of  trustees. 


-21- 

Considerable  progress  has  been  made  toward  an  integrated 
overall  organization  structure  and  there  is  ample  evidence  that  the 
top  management  has  made,  and  is  making,  improvements  steadily  in 
this  direction.   Of  more  importance  perhaps  is  the  fact  that  there 
exists  a  willingness  to  accept  changes  in  concepts  and  conditions 
of  long  standing  when  it  is  demonstrated  that  such  changes  would 
lead  to  improvements. 

As  indicated  elsewhere  in  this  report,  the  general  or- 
ganization structure  of  the  library  can  be  improved  by  eliminating 
four  general  administrative  offices  as  organization  units  separate 
and  distinct  from  the  division  of  business  operations.   In  any 
event,  it  seems  apparent  that  the  director  and  librarian  is  carrying 
an  excessive  burden  of  administrative  detail.  This  heavy  burden 
in  due  partly  to  the  present  organization  structure,  to  temporary 
deficiencies  in  staff,  to  transitions  in  plans,  operations,  or 
facilities,  and  to  the  considerable  mass  of  detail  inherent  in 
library  operations. 

In  view  of  these  findings  and  conclusions,  it  is 
suggested  that  serious  consideration  be  given  to  establishing  and 
filling  a  position  of  assistant  director.  The  incumbent  of  such  a 
position  should  be  assigned  adequate  authority  for  disposing  of  a 
substantial  portion  of  the  administrative  detail  now  reaching  the 
director.  With  such  staff  assistance,  the  director  would  be  able 
to  concentrate  more  of  his  time  and  effort  on  broader  matters  of 
policy  and  administration. 

Furthermore,  it  seems  that  an  assistant  director  is 
essential  for  providing  continuous,  qualified  administrative 
direction  of  the  library  in  the  absence  of  the  director.   Such 
absences  have  been  frequent,  and  occasionally  extensive,  and  probably 
are  either  essential  or  highly  desirable  in  carrying  out  first- 
hand studies  and  comparative  surveys  of  other  library  systems  and 
in  providing  an  opportunity  for  participation  in  library  develop- 
ments and  improvements  on  a  state,  national,  and  international 
scale.  The  managements  of  the  larger  libraries,  at  least,  can 
make  substantial  contributions  to,  and  have  substantial  stakes  in, 
such  developments  and  improvements.  At  present,  the  head  of  the 
division  of  business  operations  is  usually  called  upon  to  act  as 
director  in  the  latter1 s  absence. 

c.   Personnel  Office;   The  staff  of  the  personnel  office 
is  concerned  with  the  library Ts  personnel  program  and  related  work. 
The  head  of  this  office,  the  supervisor  of  personnel,  reports  to 
the  director. 

The  principal  functions  and  activities  of  the  personnel 
office  include  recruiting  staff  for  the  bibliothecal  service;  in- 
terviewing applicants  for  library  positions;  preparing  and  con- 
ducting examinations;  executing  classification  and  compensation 
programs;  regulating  employe  transfers  and  separations;  assisting 
in  planning  and  directing  an  effective  personnel  program;  keeping 
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personnel  records;  and  the  like.  The  staff  of  the  personnel  office 
is  also  concerned  with  supervising  the  operations  and  maintenance 
of  facilities  available  for  the  recreation,  training,  and  welfare 
of  library  personnel  such  as  study  rooms,  a  staff  library,  lounges, 
and  lunchrooms,   and  a  hospital. 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  in  the  personnel  office  as  of  February  1,  19^9,  were 
as  follows: 


Number  of    Rate  of  Pay   Annual  Payroll 


Position  Title 

Employes 

Weekly 

Annual 

Cost 

Supervisor  of  personnel 

1 

$115.07 

$6,000 

$   6,000 

Assistant   to 

supervisor 

1 

78.63 

^,  100 

4,100 

Assistant 

1 

57.53 

3,000 

3,000 

Assistant 

1 

55.62 

2,900 

2,900 

Assistant 

1 

53.70 

2,800 

2,800 

Assistant 

1 

38.36 

2,000 

2,000 

Unclassified 

assistant 

1 

35.^8 

1,850 

1,850 

Totals 

I 

$22,650 

It  is  understood  that  entrance  and  qualifying  examinations 
are  prepared  and  conducted  by  the  staff  of  the  personnel  office  with 
the  advice  and  approval  of  the  director.  However,  promotional 
examinations  are  prepared  by  outside  authorities  in  special  fields, 
reviewed  by  the  director,  and  conducted  by  the  staff  of  the  personnel 
office. 

There  is  considerable  evidence  that  efficient,  progressive 
organization,  staff,  policies,  procedures,  and  facilities  for  the 
personnel  administration  of  the  library  have  been  provided  and  are 
in  operation.  Exceptionally  good  facilities  have  been  established 
for  the  comfort,  training,  and  health  of  library  employes.  These 
facilities  include  a  hospital  with  a  registered  nurse  in  charge,  a 
circulating  staff  library  of  about  3000  volumes  (the  majority  of 
which  deal  with  library  administration),  a  training  classroom., 


lounges,  lunchrooms, 


and 


the  like . 


A  comprehensive  manual  has  been  prepared  and  distributed 
which  describes  personnel  policies  and  procedures  governing  employes 
of  the  bibliothecal  service.  It  is  planned  to  issue  similar 
manuals  to  employes  in  the  clerical-mechanical  and  part-time 
services. 


The  majority  of  employes  in  the  clerical-mechanical 
service  are  assigned  to  the  division  of  business  operations  in  the 
central  library.  Most, if  not  all, of  these  employes  are  recruited 
through  civil  service  channels.   Current  policy  and  procedure 
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provide  that  the  head  of  the  division  of  business  operations, 
rather  than  the  personnel  office,  shall  recruit  such  civil  service 
employes.  Ultimately,  however,  most  of  the  records  pertaining  to 
all  library  employes  are  filed  and  maintained  in  the  personnel 
office.  Furthermore,  the  personnel  office  provides  the  general, 
continuing  personnel  administration  for  the  library  staff  as  a  whole. 

There  appear  to  be  no  valid  objections  to,  or  insur- 
mountable difficulties  in  the  way  of,  the  consolidation  of  all  re- 
cruiting functions  and  activities  in  the  personnel  office.   In  line 
with  this  objective,  it  is  recommended  that  the  recruiting  functions 
and  activities  of  the  head  of  the  division  of  operations  be  trans- 
ferred to  the  personnel  office. 

d.  Records,  Files,  and  Statistics  Office:  For  the 
purpose  of  brevity,  the  records,  files,  and  statistics  office  is 
referred  to  hereinafter  as  the  records  office. 

A  major  function  of  the  records  office  is  to  collect  or 
prepare  and  maintain  numerous  library  statistical  data.  These  data 
have  to  do  with  the  general,  overall  operations  of  the  library,  in- 
volving such  things  as  book  circulation,  book  stock,  accessions, 
personnel,  finances,  and  expenditures;  and  they  also  relate  to 
details  of  operation  in  various  departments.   Such  data  are  useful 
in  exercising  effective  administrative  and  executive  control  over 
library  operations,  measuring  performance  of  staffs,  and  developing 
appropriate  library  organization,  staff,  and  facilities.   In  addi- 
tion, the  records  office  serves  as  a  central  point  to  which  to 
route,  in  which  to  assemble,  and  from  which  to  distribute  such 
statistics  and  other  data  as  are  prepared  in  other  library  organi- 
zation units.  These  data  are  employed  extensively  in  the  prepara- 
tion of  exceptionally  comprehensive  annual  reports,  for  use  in 
research  studies,  and  for  answering  correspondence  inquiries, 
questionnaires,  and  the  like. 

The  records  office  also  has  certain  centralized  functions 
with  respect  to  correspondence,  files,  and  other  records  of  central 
library  organization  units.  All  closed  correspondence  is  filed  in 
this  office  with  the  exception  of  correspondence  directed  to,  and 
prepared  in,  the  personnel  office  and  the  trustees1  office.  All 
first  class  mail  is  received  and  distributed  by  the  records  office. 
Other  mail  is  handled  similarly  by  the  book  purchasing  department, 
inasmuch  as  most  of  the  mail  in  lower  classifications  has  to  do  with 
book  purchasing  functions  and  activities.  Most  outgoing  mail  is 
routed  to  the  records  office  for  processing  through  a  postage  meter. 
Some  correspondence  and  other  materials  are  prepared  by  staffs 
working  after  customary  business  hours  and  postage  stamps  are  used 
when  it  is  considered  there  should  be  no  delay  in  mailing. 

Another  important  function  of  the  records  office  is  to 
perform  all  mimeographing  for  the  entire  library  system.  A  sub- 
stantial number  of  mimeograph  stencils  are  prepared  by  the  staff 
of  the  records  office  but  some  organization  units  prepare  stencils 
and  forward  them  to  the  records  office  for  use  in  mimeograph  opera- 
tions. 
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The  records  office  is  also  charged  with  responsibilities 
for  storing  and  issuing  some  back  numbers  of  library  publications; 
maintaining  mailing  and  subscription  lists  of  some  current  publican 
tionsj  and  mailing,  billing,  and  receiving  payments  of  subscription 
fees  and  other  charges  levied  on  recipients  of  library  publications. 
This  vork  and  recommendations  pertaining  thereto  are  discussed  in 
subsequent  paragraphs* 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by  in- 
dentations) in  the  records  office,  as  of  February  1,  1949>  were  as 
follows: 


Position  Title 

Assistant  to  the 
director 
Assistant 
Assistant 
Messenger 

Totals 


Number  of 
Employes 


1 
1 
1 
1 


Rate  of  Paff 
Weekly   Annual 


$78,63  $4,100 

41.23  2,150 

39.32  2,050 

34.52  1,800 


Annual  Pay- 
roll Cost 


$  4,100 
2,150 
2,050 
1,800 


$10,100 


Duties  and  responsibilities  with  respect  to  storing  and 
issuing  back  issues  of  library  publications  are  divided  principally 
between  the  records  and  information  offices.  The  information  office 
is  concerned  with  distributing  back  issues  of  the  "B.P.L.  News," 
while  back  issues  of  most  other  important  periodic  library  publica- 
tions are  handled  by  the  records  office.  There  is  a  similar  divi- 
sion of  duties  and  responsibilities  in  preparing  and  maintaining 
mailing  lists.  However,  mailings  of  current  publications  which  in- 
volve the  use  of  machine  addressing  equipment  are  made  by  the 
records  office.   It  is  recommended  that  all  work  with  respect  to 
the  distribution  of  back  or  current  issues  of  library  publications 
be  centralized  in  the  records  office. 

It  is  recommended  further  that  the  duties  and  responsi- 
bilities of  the  records  and  information  offices  for  maintaining 
stores  and  inventory  data  on  library  publications  be  transferred 
and  assigned  to  the  staff  of  the  central  stockroom.  A  central 
stores  arrangement  does  not  preclude  the  keeping  of  smaller  stocks 
of  publications  In  the  records  office  to  meet  current  needs, 
particularly  since  less  comprehensive  records  would  be  required  to 
control  and  account  for  those  office  stocks. 


There  appears  to  be  no  separate  check  or  control  of 
receipts  in  the  records  office  against  back  issue  charges  or  sub- 
scription fees.   Discussion  of  this  accounting  matter  is  to  be 
found  elsewhere  in  this  report  in  connection  with  the  treatment  of 
the  subject  of  financial  administration. 
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e.  Information  Off Ice;  The  functions  and  activities  of 
the  information  office  fall  into  three  main  categories.  The  staff 
of  this  office  is  responsible  for  (l)  manning  the  information  desk 
and  office,  (2)  operating  the  telephone  switchboard  in  the  central 
library,  and  (3)  handling  most  publicity  releases  to  the  newspapers, 
radio  broadcasting  organizations,  and  other  news  services.  It  also 
distributes  some  library  publications. 

The  permanent  positions,  the  number  of  employes,  the  rates 
of  compensation,  and  the  approximate  lines  of  authority  (indicated 
by  indentations)  in  the  information  office,  as  of  February  1,  1949, 
were  as  follows: 


Number  of 

Rate 

of  Pay 

Annual   Pay- 

Position Title 

Employes 

Weekly 

Annual 

roll  Cost 

Assistant   to  the 

director 

1 

$78.63 

$4,100 

$   4,100 

Assistant 

1 

49.86 

2,600 

2,600 

Probationary 

assistant 

1 

46.03 

2,400 

2,400 

Probationary 

assistant 

1 

^3.15 

2,250 

2,250 

Assistant 

1 

38.36 

2,000 

2,000 

Unclassified 

assistant 

1 

35.48 

1,850 

1,850 

Totals 

6 

$15,200 

In  addition  to  the  permanent  positions  tabulated,  six 
temporary  positions  were  filled  as  of  February  1,  1949.  These 
positions  were  classified  as  assistants  and  unclassified  assistants. 
The  compensation  for  this  temporary  staff  is  at  the  rate  of  $1.00 
per  hour.   It  is  understood  to  be  the  policy  of  the  library  to 
restrict  part-time  workers  to  a  maximum  of  30  hours  in  any  work 
week* 

The  information  desk  is  manned  from  9*00  a.m.  to  10:00 
p.m.,  Monday  through  Friday.  The  information  office  is  staffed 
from  9:00  a.m.  to  5:00  p.m.,  Monday  through  Friday.   The  hours  for 
all  three  services  end  at  9:00  p.m.,  on  Saturday.   On  Sunday,  the 
central  library  is  open  from  2:00  p.m.  to  9:00  p.m.  The  informa- 
tion office  is  closed  on  Sunday;  however,  the  information  desk  is 
staffed  from  2:00  p.m.  to  9:00  p.m.,  and  the  switchboard  is  staffed 
from  1:30  p.m.  to  9:00  p.m. 

From  an  examination  of  time  records  covering  employes  of 
this  office,  it  is  believed  that  the  staff  is  excessive  and  that 
with  somewhat  longer  shifts  and  fewer  employes  in  attendance 
simultaneously  in  the  information  office,  the  cost  of  staffing  this 
organization  unit  can  be  decreased  substantially  without  impairing 
service.  The  management  of  the  library  is  also  of  the  same  opinion 
and  staff  requirements  are  now  under  study.  With  a  revision  of 
schedules,  it  is  likely  that  one  or  two  permanent  or  part-time 
employes  can  be  eliminated. 
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The  staff  of  the  information  office  is  also  charged  with 
editing  the  "B.P.L.  News,"  distributing  back  issues  of  this  publica- 
tion,  and  maintaining  mailing  lists  for  the  distribution  of  current 
issues.  Elsewhere  in  this  report,  recommendations  are  made  for 
transferring  to  the  records  office  the  functions  and  activities  of 
the  information  office  with  respect  to  the  distribution  of  the 
"B.P.L.  News."  In  connection  with  editing  the  "B.P.L.  News,"  it 
is  recommended  that  this  function  be  transferred  to  the  publica- 
tions office  for  the  purpose  of  consolidating  and  centralizing 
all  such  similar  functions  and  activities. 

Consideration  should  also  be  given  to  transferring  all 
functions  and  activities  of  the  Information  office  with  respect  to 
publicity  and  news  releases  to  the  publications  office. 

f.   Publications  Office;  The  staff  of  the  publications 
office  is  primarily  concerned  with  editing  all  library  publications 
except  the  "B.P.L.  News."  Material  for  publication  is  solicited 
from  the  library  staff  and  from  outside  sources.  The  director  of 
the  library  normally  reviews  and  approves  most  material  before 
publication.  The  editor  Is  granted  broad  authority  to  determine 
the  subjects  on  which  material  will  be  published  and  the  authors 
by  whom  the  material  will  be  written. 

No  separate  office  space  has  been  assigned  to  the  staff 
of  the  publications  office  and  it  normally  works  in  the  office  of 
the  keeper  of  rare  books  in  the  reference  division. 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  in  the  publications  office,  as  of  February  1,  19^9> 
were  as  follows: 


!   - 
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Posltion  Title 

Editor  of  publications 
Assistant 

Probationary  assistant 
Assistant 
Probationary  assistant 

Totals 


Number  of    Rate  of  Pay 
Employes   Weekly  Annual 


1 
1 
1 
1 
1 


$134.25  $7,000 
57.53  3,000 
52.71*  2,750 
55.62  2,900 
46.99  2,450 


Annual  Pay- 
roll Cost 


$1,000 
3,000 
2,750 
1,450 
1,225 

$9,425 


** 
** 
*** 


Recommendations  appear  elsewhere  in  this  report  with 
respect  to  placing  this  organization  unit  in  the  division  of 
business  operations,  for  consolidating  all  editing  functions  and 
activities  in  the  publications  office,  and  for  transferring  duties 
and  responsibilities  with  respect  to  publicity"  and  news  releases 
from  the  information  office  to  the  publications  off ice . 

It  seems  questionable  whether  the  current  head  of  the 
publications  office  is  the  proper  and  logical  employe,  by  virtue  of 
training  and  other  supervisory  duties,  to  continue  directing  and 
supervising  the  operations  of  the  publications  office.  Furthermore, 
the  monthly  publication,  "More  Books, "  is  being  superseded  by  the 
"B.P.L.  Quarterly"  which  may  have  considerable  effect  on  the  staff 
requirements.  The  management  of  the  library  is  aware  of  this 
potential  problem. 


*The  head  of  the  publications  office  has  the  dual  title  of 
keeper  of  rare  books  and  editor  of  publications.  Either  title  is 
used,  depending  upon  the  functions  involved.   Only  $1000  of  his 
$7000  salary  is  charged  to  the  publications  office,  and  this  frac- 
tional charge  is  said  to  reflect  a  reasonably  accurate  proportion 
of  his  time  spent  in  publishing  activities. 

**The  assistant  and  the  probationary  assistant  with  annual 
compensation  of  $3000  and  $2750,  respectively,  devote  full  time  to 
publishing  activities  and,  therefore,  their  entire  salaries  are 
charged  to  the  publications  office.  However,  for  payroll  purposes, 
they  are  listed  among  the  employes  of  the  rare  book  department  of 
the  reference  division. 

***The  assistant  and  the  probationary  assistant  with  annual 
compensation  of  $2900  and  $2450,  respectively,  each  devotes 
approximately  half  of  his  time  on  publishing  activities  and  the 
other  half  on  activities  in  the  rare  book  department  of  the 
reference  division.  As  a  consequence  of  these  divided  assignments, 
only  half  of  the  full  compensation  of  these  employes  is  charged 
to  the  publications  office. 


-28- 


8.  The  Division  of  Business  Operations 

a.   Present  Plan  of  Organization:  The  general  nature 
of  the  functions  and  activities  assigned  to  the  division  of 
business  operations  Is  indicated  by  the  titles  assigned  to  the 
various  subsidiary  organization  units  making  up  the  division. 

The  basic  organization  units,  the  number  of  employes, 
and  the  approximate  annual  payroll  cost  of  the  division  of 
business  operations,  as  of  February  1,  19^9*  were  as  follows: 


Organization  Unit 

Business  office 
Accounting  department 
Book  purchasing  department 
Book  preparation  department 
Binding  department 
Printing  department 
Shipping  department 
Building  department 

Totals 


Number  of 

Annual  Pay- 

Employes 

roll  Cost 

11 

$  30,550 

7 

18,300 

18 

l»9yl00 

8 

22,000 

27 

86,215 

5 

20,058 

3 

8,200 

88 

208,283 

$W  2,706 


The  use  of  the  term  "department"  to  denote  various 
subordinate  organization  units  of  the  public  library  is  somewhat 
misleading.   Official  municipal  publications  describe  the  public 
library  as  a  department  of  the  City  government.   The  latest  com- 
prehensive report  of  library  operations  for  1939  states  that  the 
library  "is  a  unit  of  the  municipal  government  of  the  City  of 
Boston  and  as  such  is  known  as  the  Library  Department  of  the  City 
of  Boston," 

Apparently,  however,  library  officials  have  turned  to  the 
belief  that  there  is  considerable  doubt  as  to  the  legal  accuracy  of 
designating  the  library  as  a  department  of  the  City  government. 
For  this  reason,  the  designation  "department"  for  subsidiary  or- 
ganization units  is  not  thought  to  be  confusing  by  these  officials, 
inasmuch  as  the  overall  organization  is  now  known  as  the  "Boston 
Public  Library"  or  "Public  Library  of  the  City  of  Boston."  The 
authors  of  this  report,  therefore,  are  not  suggesting  a  change  in 
organization  terminology  in  this  respect  at  this  time. 

The  division  of  business  operations  is  headed  by  an 
employe  with  the  title  of  assistant  to  the  director.  The  top 
management  organization  and  staff  of  this  division  are  considered 
particularly  noteworthy  when  compared  with  similar  organizations 
and  staffs  found  in  the  circulation  and  reference  divisions.  The 
circulation  and  reference  divisions  each  have  a  general  supervisory 
staff  consisting  of  five  employes.  The  positions  filled  by  these 
employes  have  the  titles  of  chief  librarian,  assistant  to  chief 
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librarian,  supervisor,  and  deputy  supervisor.  There  are  two  deputy 
supervisors  in  each  of  these  two  divisions.   In  the  absence  of  the 
chief  librarians,  and  in  order  listed  above,  the  other  employes 
are  expected  to  assume  supervision  of  their  respective  divisions. 

There  is  no  comparable  top  supervisory  staff  and  organiza- 
tion in  the  division  of  business  operations  in  support  of  the  posi- 
tion of  division  head.  At  the  end  of  19^8,  approximate  figures 
showed  that  the  circulation  division  had  253  full-time  personnel 
and  the  reference  division  had  167  full-time  employes.  The  division 
of  business  operations  had  133  full-time  personnel. 

In  view  of  these  facts,  it  is  considered  essential  to 
establish  and  fill  at  least  one  position  with  the  functions  of 
assistant  division  head  in  the  division  of  business  operations. 
The  incumbent  would  be  second  in  line  of  authority  for  overall 
direction  and  supervision  of  the  division.  Such  an  arrangement 
would  provide  greater  continuity  of  management  within  the  division 
and  would  serve  to  relieve  the  division  head  of  considerable  detail 
involved  in  the  daily  supervision  and  operation  of  the  various 
organization  units  making  up  the  division  of  business  operations. 

Current  practice,  inasmuch  as  the  position  of  assistant 
director  of  the  library  as  a  whole  has  not  been  established  and 
filled,  is  to  deputize  the  head  of  the  division  of  business  opera- 
tions to  act  as  director  in  the  latter1 s  absence.   Such  action 
further  emphasizes  the  excessive  administrative  burden  believed  to 
be  imposed  currently  on  the  head  of  the  division  of  business  opera- 
t  ions • 

Under  the  present  plan  of  organization  in  the  division  of 
business  operations,  the  heads  of  seven  departments  report  direct 
to  the  division  head.  While  this  organization  structure  may  not 
impose  excessive  management  burdens  on  the  division  head,  it  is 
considered  that  if  the  recommendation  for  transferring  four  general 
administrative  offices  to  the  division  of  business  operations  is 
adopted^  basic  changes  should  be  made  in  the  organization  plan  of 
the  division.   In  addition,  to  promote  greater  efficiency  of  opera- 
tions and  management,  it  is  believed  that  certain  functions  and 
activities  now  assigned  to  various  offices  and  departments  in,  or 
to  be  assigned  to,  the  division,  should  be  reallocated.  A  proposed 
plan  of  organization  and  detailed  discussions  and  recommendations 
with  respect  to  the  assignment  of  functions  and  activities  to  the 
various  organization  units  now  part,  or  hereafter  to  be  made  part, 
of  the  division  of  business  operations,  are  presented  in  subsequent 
sections  of  this  report. 


b.  Business  Of f ice ;   In  broad  terms,  the  functions  of 
the  business  office  fall  into  four  main  categories  which  include 
(l)   general  business  administration;  (2)  trust  administration; 
(3)  purchasing  of  general  operating  and  maintenance  supplies, 
materials,  and  equipment;  and  (h)   operation  of  a  central  stockroom. 
The  more  important  activities  involved  in  exercising  these  functions 
are: 
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(1)  Providing  the  immediate  overall  direction,  super- 
vision, and  coordination  of  the  functions  of  the  seven 
departments  of  the  division  of  business  operations. 

(2)  Planning  and  directing  the  fiscal  operations  of  the 
library,  including  consultation  with  the  director  and  other 
division  heads  on  budgetary  and  other  problems  of  business 
management  of  the  library,  and  the  preparation  of  various 
special  (rather  than  periodic)  financial,  operating,  and 
statistical  reports. 

(3)  Consulting  and  assisting  the  director,  division 
heads,  engineers,  and  architects  concerning  physical  plant 
maintenance,  alterations,  additions,  or  improvements. 

(4 )  Reviewing  and  acting  upon  reports,  recommendations, 
requests,  and  other  materials  or  data  submitted  by  division 
or  department  heads  concerning  the  business  operations  of  the 
library. 

(5)  Serving  as  a  liaison  staff  for  the  director  in 
securing  information  regarding  business  operations  from  other 
division  heads, 

(6)  Serving  as  a  liaison  staff  for  the  director  and 
other  division  heads  in  relations  with  other  City  officials. 

(7)  Recruiting  and  recommending  the  appointment  of 
candidates  for  civil  service  positions  in  the  division  of 
business  operations. 

(8)  Preparing  general  correspondence  pertaining  to  the 
functions  and  activities  of  the  division  of  business  opera- 
tions. 

(9)  Directing  and  supervising  the  staff  and  activities 
of  a  central  supply  room, 

(10)  Administering  such  employe  fiscal  programs  as  for 
the  community  fund,  blue  cross  insurance,  savings  bonds,  and 
the  like,  including  collections,  correspondence,  and  disburse- 
ments. 

(11)  Reviewing,  approving,  and  signing  numerous  papers 
including  payrolls,  purchase  orders,  bills,  drafts,  checks, 
requisitions,  and  work  orders. 

(12)  Purchasing  all  supplies,  materials,  and  equipment 
required  by  the  library,  except  books  and  those  articles 
under  the  purchasing  jurisdiction  of  the  City  departments 
of  printing,  public  buildings,  and  supply. 
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The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  in  the  business  office,  as  of  February  1,  1949,  were 
as  follows: 


Function  and  Position  Title 

General  Business  Administration 

Assistant  to  the  director 
Administrative  asst. 
Unclassified  asst. 

Stock  Purchasing  and  Trust 

Administration 


Number  of   Rate  of  Pay  Annual  Pay- 
Employes  Weekly  Annual  roll  Cost 


1 
1 
1 


$143.84  $7,500 
65.21  3,^00 
34.52      1,800 


$  7,500 
3,400 
1,800 


Administrative  asst. 
Assistant 
Assistant 
Unclassified  asst. 
Messenger 

Stockroom  Operations 

Clerk-me  ssenger 

Temp,  clerk-messenger 

Totals 


1 

65- 

.21 

3; 

,400 

3. 

,400 

1 

57- 

►  53 

3. 

,000 

3, 

,000 

1 

43- 

►  15 

2, 

,250 

2, 

,250 

2 

34, 

.50 

1; 

,800 

3; 

,600 

1 

36, 

.44 

1; 

,900 

1. 

,900 

1 

36, 

.44 

1, 

,900 

1, 

,900 

1 
1 

34, 

.52 

1. 

,800 

1. 

$30, 

,800 
,550 

Formerly,  all  purchasing  activities,  exclusive  of  book 
procurement,  were  handled  by  a  separate  organization  unit  of  the 
division  of  business  operations  known  as  the  stock  purchasing 
department.  Recently,  this  department  was  made  a  part  of  the 
business  office.  Apparently  this  consolidation  was  undertaken 
principally  for  the  purpose  of  reducing  the  number  of  departments 
and  supervisory  employes  in  the  division  of  business  operations. 
Presented  in  the  following  paragraphs  are  data  indicative  of  the 
volume  of  work  invovled  in  stock  purchasing  and  operation  of  the 
stockroom. 


It  is  reported  that  about  1700  requisitions  are  processed 
annually  leading  to  direct  purchase  or  purchase  through  the  City 
printing  and  supply  departments.  From  3500  to  4000  requisitions 
for  supplies  or  materials  are  filled  from  stock.  About  1500  pur- 
chase orders  are  issued  and  10  formal  contracts  are  awarded 
annually. 

The  approximate  value  of  purchases  made,  or  contracts 
awarded,  by  the  stock  purchasing  staff  in  recent  years  is  as 
f 0II0W3 : 
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19^6     1947     1948 


Direct  purchases  $  54,281  $  92,370  $  90,751 

Formal  contracts  48,943  48,072  109,199 

Through  the  City  supply  dept.  16,119  15,714  48,072 

Through  the  City  print 'g  dept.  1,489  1,047  1,075 

Totals  $120,832  $157,203  $249,097 

There  does  not  appear  to  be  any  more  justifiable  basis 
for  the  consolidation  of  stock  purchasing  and  stockroom  operations 
in  the  business  office  than  would  be  the  case  with  respect  to  other 
organization  units  now  established  and  operating  within  the  divi- 
sion.  In  fact,  the  current  organization,  functions,  and  activi- 
ties of  the  business  office  impose  duties  and  responsibilities 
upon  the  division  head  to  a  considerable  extent  comparable  to  those 
assigned  to  department  heads.   It  is  recommended  that  the  staffs 
concerned  with  3tock  purchasing  and  the  allied  operations  of  the 
stockroom  be  established  as  sections  of  a  proposed  purchasing 
department. 

Some  trust  functions  and  activities  now  handled  by  the 
business  office  should  be  removed  from  this  organization  unit  and 
this  matter  is  discussed  in  some  detail  under  the  subject  of 
financial  administration.  For  example,  trust  fund  accounting 
should  be  handled  by  the  accounting  department.   Investment  opera- 
tions may  be  handled  more  efficiently  and  economically  by  outside 
experts.  However,  inasmuch  as  the  management  of  real  estate  in 
trust  is  in  a  formative  stage  and  the  volume  of  these  operations 
are  relatively  small,  it  is  recommended  that  this  work  be  handled 
by  an  employe  of  the  office  of  the  head  of  the  division  of  business 
operations. 

If  the  foregoing  recommendations  are  adopted  and  carried 
out,  the  office  of  the  division  head  would  be  concerned,  to  the 
extent  now  considered  practicable,  with  those  functions  and 
activities  involved  in  providing  the  general,  overall  direction 
and  supervision  of  the  division1 s  operations.  The  office  would 
have  a  minimum  of  responsibility  for  the  daily,  detailed  opera- 
tions of  sufficient  volume  and  of  a  nature  to  justify  assignment 
to  department  organizations.  Better  distribution  of  administrative 
duties  and  responsibilities  and  continuity  of  command  would  also 
be  more  practicable  with  the  addition  of  an  assistant  division 
head  as  recommended  later  in  the  discussion  of  a  suggested  re- 
organization plan  covering  the  entire  division  of  business  opera- 
tions. 

c.  Accounting  Department:   In  general,  the  accounting 
department  has  been  assigned  the  responsibilities  for  maintaining 
the  accounting  records  of  the  library,  preparing  payrolls,  auditing 
bills,  preparing  income  tax  returns,  preparing  checks  on  trust 
funds  and  petty  cash  accounts,  preparing  drafts  for  the  issuance 
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of  City  checks,  and  similar  work.   In  addition,  the  department 
maintains  the  basic  internal  budgetary  accounts  and  prepares  many 
important  financial  statements  with  respect  to  library  operations. 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  in  the  accounting  department,  as  of  February  1,  1949, 
were  as  follows: 


Number 

of 

Rate 

of  Pay 

Annual  Payroll 

Position  Title 

Employes 
1 

Weekly 
$78.63 

Annual 
$4,100 

Cost 

Auditor 

$  4,100 

Bookkeeper 

1 

61.37 

3,200 

3,200 

Bookkeeping 

machine  operator 

1 

53.70 

2,800 

2,800 

Clerk-typist 

1 

44.11 

2,300 

2,300 

Clerk 

1 

44.11 

2,300 

2,300 

Provisional  clerk- 

typist 

1 

34.52 

1,800 

1,800 

Provisional  key 

punch  operator 

1 

34.52 

1,800 

1,800 

Totals 

1 

$18,300 

Recommendations  and  suggestions  with  respect  to  the 
department  and  the  financial  administration  of  the  library  system 
are  discussed  later  in  this  report. 

d.   Book  Purchasing  Department:  The  book  purchasing 
department  is  concerned  with  the  procurement  of  library  materials 
such  as  books,  manuscripts,  periodicals,  newspapers,  prints,  maps, 
phonograph  records,  and  the  like.   In  general,  all  other  supplies, 
materials,  and  equipment  required  for  the  maintenance,  operation, 
and  repair  of  the  library  system  and  its  facilities  are  procured 
through  the  stock  purchasing  staff  of  the  business  office. 

Data  are  here  presented  to  show  the  volume  of  some  of 
the  more  important  activities  of  the  department.  The  number  of 
books  purchased  in  recent  years  is  reported  as  follows: 


1946 

1947 
1948 


59,784 
64,701 
72,258 


The  approximate  total  expenditures  for  books  and  other 
library  materials  procured  through  the  book  purchasing  department 

5re : 


in  recent  years  were 


1946 

1947 
1948 


$134,040 

162,403 
172,621 
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In  making  these  purchases,  over  2500  purchase  orders 
were  issued  annually.  Approximately  350  newspapers  and  3000 
periodicals  are  also  purchased  annually. 

Another  important  function  of  the  book  purchasing  depart- 
ment is  to  prepare  and  maintain  basic  historical  data  with  respect 
to  all  books  and  other  library  materials  purchased  by,  or  donated 
to,  the  library.  This  process  is  generally  referred  to  as 
accessioning. 

The  volume  of  records  and  work  involved  in  accepting, 
recording,  and  distributing  donated  library  material  is  illustrated 
by  the  following  data  with  respect  to  books: 

No.  of  Books  Donated 

19^6  3,862 

1947  4,460 

1948  5,848 

It  was  reported  that  in  1948  about  31,000  pamphlets  were 
received  as  gifts,  recorded,  and  distributed.   Similarly,  many 
other  items  of  library  material  were  accepted  by  the  library  and 
processed  through  the  book  purchasing  department. 

An  important  phase  of  procurement  is  the  receipt,  review, 
acceptance  or  rejection,  and  purchase  of  books  delivered  to  the 
library  on  approval  by  various  book  dealers.   In  1948,  for  example, 
it  was  said  that  about  3800  books  were  received  on  approval. 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  in  the  book  purchasing  department,  as  of  February  1, 
1949,  were  as  follows: 


Number  of 
Employes 

Rate 

of   Pay 

Annual   Pay- 

Position Title 

Weekly 

Annual 

roll  Cost 

Chief 

1 

$88.62 

$4,600 

$  4,600 

Assistant 

1 

57.53 

3,000 

3,000 

Assistant 

1 

61.37 

3,200 

3,200 

Assistant 

1 

59.45 

3,100 

3,100 

Assistant 

7 

57.53 

3,000 

21,000 

Assistant 

2 

44.11 

2,300 

4,600 

Assistant 

1 

41.23 

2,150 

2,150 

Assistant 

1 

39.32 

2,050 

2,050 

Assistant 

J5 

34.52 

1,800 

5,400 

Totals 

18 

$49,100 

It  is  believed  that  the  relatively  large  staff  and  high 
cost  of  operations  in  this  department  are  attributable  largely  to 
the  accessioning  functions  and  activities,  the  lack  of  system,  and 
the  failure  to  eliminate  or  consolidate  records. 


'  ***"      ■••    M< 
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An  evaluation  or  examination  of  the  organization,  policies, 
procedures,  forms,  and  records  of  this  department  consistent  with 
the  broad  objectives  of  this  study  did  show  that  there  is  con- 
siderable room  for  improvement  of  operations.  There  appears  to  be 
insufficient  delegation  of  authority,  inadequate  sect ionalizat ion 
of  staff,  functions,  and  activities,  and  too  few  subordinate 
supervisors  to  assume  full  responsibilities  for  particular  opera- 
tions within  this  relatively  large  department. 

A  substantial  number  of  the  employes  of  the  department 
are  members  of  the  professional  or  subprofessional  services  and 
receive  significantly  higher  salaries  than  employes  of  the  clerical 
service.  In  some  cases,  it  is  believed,  the  training  and  knowledge 
of  these  higher  salaried  employes  of  the  bibliothecal  service  are 
not  being  utilized  effectively  and  economically  in  positions  in- 
volving largely  routine  clerical  work. 

Some  of  the  obvious  operational  inefficiencies  of  the 
department  are  the  result  of  insufficient  space  and  inadequate 
facilities.  The  library1 s  management  is  aware  of  these  deficiencies 
and  is  taking  steps  to  correct  the  situation.  Plans  are  being 
formulated  to  move  the  department  to  larger  and  more  suitable 
quarters. 

e.  Book  Preparation  Department:  The  principal  func- 
tions of  the  book  preparation  department  are  the  initial  prepara- 
tion of  books  and  other  materials  for  use  in  certain  library 
departments  and  the  making  of  minor  repairs  to  those  books  and 
materials. 

At  present,  the  department  is  concerned  with  the  prepara- 
tion of  books  for  the  central  library  reference  division  and  for 
both  the  open  shelf  department  and  young  people* 3  room  of  the 
central  library  circulation  division.   Some  book  preparation  is 
being  performed  for  the  branch  issue  department  of  the  circulation 
division  but  only  to  the  extent  of  marking  the  call  numbers  on  the 
books  assigned  to  the  branch  issue  department.  Currently,  branch 
libraries  perform  their  own  book  preparation  operations. 

Generally,  the  book  preparation  department  makes  minor 
book  repairs  for  the  departments  for  which  it  also  performs  book 
preparation  operations.  However,  whenever  the  backlog  of  repair 
work  at  branch  libraries  exceeds  the  capacity  of  branch  library 
repair  staffs,  the  book  preparation  department  sends  members  of 
its  staff  to  those  branch  libraries  to  assist  in  reducing  or  com- 
pleting such  repair  work.  The  head  of  the  department  tours  all 
libraries  at  least  twice  each  year  and  is  kept  informed  of  repair 
requirements  by  monthly  reports  from  each  library. 

Book  preparation  consists  principally  of  affixing  card 
pockets,  marking  book  numbers  on  the  spines  of  books,  inserting 
book  plates,  posting  call  numbers,  and  marking  the  source  or  method 
of  acquisition,  such  as  by  donation  or  through  the  trust  funds  from 
which  the  books  were  purchased.   In  addition,  all  books  are  given 
various  markings  to  indicate  that  they  are  library  property. 
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The  permanent  positions,  the  number  of  employes,  the  rates 
of  compensation,  and  the  approximate  lines  of  authority  (indicated 
by  indentations)  in  the  book  preparation  department,  as  of 
February  1,  1949,  were  as  follows: 


Position  Title 

Chief 

First  assistant 
Assistant 
Assistant 
Assistant 
Assistant 
Unclassified  asst. 

Totals 


Number  of    Rate  of  Fay 
Employes   Weekly  Annual 


1 
1 
1 
1 
1 
2 
1 

8 


$74.79 
65.21 
59.45 
57.53 
44.11 

4:5.15 

34.52 


$3,900 
3,400 
3,100 
3,000 

2,300 
2,250 
1,800 


Annual  Pay. 
roll  Cost 

$  3,900 
3,400 
3,100 
3,000 
2,300 
4,500 
1,800 

$22,000 


As  of  February  1,  1949,  a  part-time  extra  assistant  was 
employed  at  the  rate  of  55  cents  per  hour. 

This  book  preparation  unit,  originally  a  part  of  the 
circulation  division,  has  been  in  existence  for  about  ten  years. 
Two  years  ago,  the  staff  was  transferred  to  the  division  of 
business  operations  and  was  established  as  a  department  with 
broadened  duties  and  repsonsibilities  covering  preparation  and  re- 
pair work  for  the  reference  division  as  well  as  for  a  major  part 
of  the  circulation  division.  Two  employes  of  the  reference 
division,  performing  similar  duties  there,  also  were  transferred 
to  the  new  department. 

Books  in  the  central  library  needing  repair  are  routed 
initially  to  the  book  preparation  department,  where  it  is  deter- 
mined whether  the  repairs  can  be  made  there  or  icyst  be  made  in 
the  binding  department.  By  this  procedure,  many  repairs  are  made 
at  less  expense  than  if  they  were  to  be  performed  by  the  more 
skilled  and  higher  paid  staff  of  the  binding  department. 

The  book  preparation  department  is  still  in  a  formative 
period  of  its  existence,  but  it  appears  to  be  operating  effectively 
and  is  under  conscientious  and  energetic  supervision.  The  ultimate 
objective  is  to  consolidate  all  book  preparation  and  minor  repair 
work  for  the  entire  library  system  in  this  department.   It  is 
recommended  that  this  plan  be  adopted  and  put  into  effect  as  soon 
as  practicable.   Some  additional  staff  is  likely  to  be  required 
to  cope  with  this  added  volume  of  work. 

f .   Binding  Department :  The  major  functions  and  activi- 
ties of  the  binding  department  include: 

(1)  Preparing  new  bindings  and  replacing  old  ones. 

(2)  Making  major  repairs  to  bindings,  mountings,  covers, 
portfolios,  and  the  like. 
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(3)  Mounting  maps,  photographs,  engravings,  and  other 
library  materials. 

(4)  Folding,  stitching,  and  trimming  various  library 
publications, 

(5)  Making  portfolios,  blocks,  boxes,  pads,  and  the  like. 

A  substantial  portion  of  the  binding  department's  work 
involves  final  processes  in  connection  with  printed  matter  prepared 
by  the  printing  department  of  the  division  of  business  operations. 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  in  the  binding  department,  as  of  February  1,  1949, 
were  as  follows: 

Number  of    Rate  of  Pay   Annual  Payroll 


Position  Title 

Employes 
1 

Weekly 
$90.14 

Annual 
$4,700 

Cost 

Chief 

$  4,700 

Foreman 

1 

85.17 

4,428 

4,428 

Finisher 

1 

77.28 

4,018 

4,018 

Finisher 

1 

76.71* 

4,000 

4,000 

Finisher 

1 

75.36 

3,918 

3,918 

Forwarder 

10 

73.44 

3,818 

38,180 

Apprentice  book- 

binder 

1 

50.18 

2,609 

2,609 

Working  foreman  of 

sewers 

1 

50.00 

2,600 

2,600 

Sewers 

9 

42.50 

2,210 

19,890 

Apprentice   sewer 

Jl 

36.00 

1,872 

1,872 

Totals 

£Z 

$86,215 

The  following  tabulation  is  indicative  of  the  types  and 
volume  of  work  customarily  performed  by  the  binding  department: 


1946 


1947 


1948 


Volumes  bound 

Volumes  repaired 

Volumes  guarded 

Maps  mounted 

Photographs  and  engravings  mounted 

Library  publications  folded, 

stitched,  and  trimmed 
Portfolios,  blocks,  boxes,  and 

pads  made 
Covers  made  (miscellaneous  types) 
Cutting  and  binding  (work  units) 
Misc.  work  done  (work  units) 


35,522 

619 
269 

33 
1,513 

28,556 

317 
248 

29 
1,109 

31,425 
401 

311 
51 

1,846 

33,009 

105,934 

134,172 

3,328 
2,220 

294 

2,426 
812 

1,080 
111 

2,009 

1,689 

1,456 

470 
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Department  expenditures  for  each  of  the  three  years 
covered  by  the  tabulation  just  presented  were  approximately  as 
follows: 

1946  -  $56,612 

19^7  -   73,067 
19^8  -   85,624 

In  recent  years,  the  staff  of  the  binding  department  has 
been  relatively  constant  with  from  25  to  27  employes.   It  is  under- 
stood that  the  hours  in  a  work  week  were  reduced  from  44  in  the 
latter  part  of  1946  to  40  hours  in  1947.  In  November  1948  the  work 
week  was  reduced  further  to  37  l/2  hours. 

In  general,  the  space  and  facilities  provided  for  opera- 
tions in  the  binding  department  appear  to  be  adequate  and  reasona- 
bly suitable  for  the  types  of  work  involved.  Likewise,  the  staff 
seems  sufficient  for  the  workload  involved. 

On  the  basis  of  numerous  statistical  studies  and  cost 
reports  prepared  by  the  library,  there  are  indications  that  a 
general  decline  in  binding  department  production  is  developing, 
while  at  the  same  time  costs  are  increasing  at  a  rate  not  entirely 
attributable  to  the  general  increased  cost  of  labor,  materials,  and 
supplies  prevailing  at  this  time,  or  to  the  reduction  in  the  hours 
of  a  normal  work  week. 

It  is  believed  that  better  coordination  and  more  economi- 
cal control  of  the  functions  and  activities  of  both  the  printing 
and  binding  departments  could  be  achieved  by  the  consolidation  of 
these  organization  units  in  a  single  department.  The  library's 
top  management  is  aware  of  the  relatively  large  cost  of  binding 
operations. 

&•   Pr int lng  De pa r t me nt :  The  printing  department  pre- 
pares printed  matter  for  the  library's  own  use  or  for  distribution 
to  the  public,  with  the  exception  of  mimeographed  materials  and  a 
small  amount  of  other  work  such  as  photocopying,  blueprinting,  and 
the  like.  The  mimeographing  work  of  the  library  is  performed  by 
the' records  office.   Some  printing  work  is  procured  from  the  City's 
printing  department  and  the  balance  of  library  printing  work  not 
done  in  the  library's  printing  department  is  obtained  from  outside 
sources.  In  recent  years,  purchases  of  printing  from  the  City 
printing  department  have  averaged  approximately  $200  annually. 
About  the  same  annual  expenditures  were  made  for  printing  or  re- 
lated services  from  outside  sources. 

The  positions,  the  number  of  employes,  the  rate  of  com- 
pensation, and  the  approximate  lines  of  authority  (indicated  by 
indentations)  of  the  printing  department,  as  of  February  1,  1949, 
were  as  follows: 
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Posltion  Title 

Chief 

Job  pressman 
Linotype  operator 
Cylinder  pressman 

Totals 


Number  of    Rate  of  Pay 


Employes   Weekly  Annual 


1 

1 
2 
1 


$86.30  $4,500 

77.28  4,018 

74.25  3,861 

73.44  3,818 


Annual  Payroll 

CQ3t 

$  4,500 
4,018 
7,722 
3,818 

$20,058 


It  was  reported  that  a  vacancy  exists  in  the  position 


of  linotype  operator  and 
been  made  for  some  time. 


that  efforts  to  fill  this  position  have 


The  following  tabulation  indicates  the  types  and  volume 
of  work  customarily  performed  by  the  printing  department: 


Requisitions  received  and  filled 

Cards  (indicator,  time  guide,  etc.) 

Wiggins  Print  Collection  cards 

Signs,  posters,  etc. 

Forms  (number  series  and  blank) 

Forms,  circulars,  etc. 

Library  publications 


1946 

725 

22,370 

17,443 

730 

3,428,207 

62,370 

228,210 


1947 

617 

323,702 

6,936 

1,643 

4,332,890 

121,041 

164,370 


1948 

531 

29,309 

18,199 

1,157 

4,178,045 

125,000 

166,300 


The  exceptionally  large  number  of  cards  produced  in  1947 
was  for  the  purpose  of  supplying  the  branch  libraries  with  a  con- 
siderable stock  and  such  a  production  schedule  is  carried  out 
periodically. 

Departmental  expenditures  for  each  of  the  three  years 
covered  by  the  tabulation  just  presented  were  approximately  as 
follows: 

1946  -     $17,233 

1947  -       22,709 

1948  -       27,715 

The  printing  department  appears  to  be  well  managed  and 
efficiently  operated.   On  this  basis,  it  is  probable  that  the 
printing  requirements  of  the  library  are  performed  at  less  cost 
than  likely  would  be  the  case  if  such  services  were  procured  from 
outside  sources,  due  principally  to  relatively  low  overhead  costs. 
The  head  of  this  department  is  frequently  engaged  in  production 
and  performs  a  substantial  proportion  of  needed  repairs  to  equip- 
ment* 

The  department  is  understaffed  if  it  is  to  provide 
assurances  of  maintaining  or  increasing  production  levels,  meeting 
peak  requirements,  and  providing  adequate  insurance  against  serious 
reduction  in  output  through  the  illness  or  other  absence  of  staff. 
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The  addition  of  another  linotype  operator  would  be  justified. 
Recently,  a  new  press  was  added  which  also  should  provide  increased 
production  capacity  and  versatility.  This  added  equipment  also 
emphasizes  the  need  for  at  least  one  additional  employe  in  the 
department. 

Recommendations  covering  current  policies  and  practices 
affecting  the  operations  of  the  printing  department  are  discussed 
elsewhere  in  this  report.   It  is  believed  that  the  consolidation 
of  the  printing  and  binding  departments  in  a  proposed  single  large, 
overall  department  would  improve  the  coordination  of  a  large  part 
of  the  operations  of  the  two  units. 

h.   Shipping  Department :  The  shipping  department  handles 
all  outgoing  second  and  third  class  mail.  The  department  also 
receives,  opens,  and  distributes  parcel  post,  freight,  and  other 
deliveries  to  the  central  library,  with  the  exception  of  mail 
received  and  distributed  by  the  records  office  and  the  book 
purchasing  department.  In  addition,  the  shipping  department  re- 
ceives and  distributes  all  books  and  materials  returned  by  branch 
libraries  to  the  central  library;  bundles  all  books  and  packs  other 
library  materials  for  delivery  to  the  branch  libraries;  pays  in- 
coming express  and  freight  charges;  and  provides  the  general  super- 
vision and  direction  of  the  activities  of  the  contract  trucking 
staff  and  equipment. 

The  positions,  the  number  of  employes,  the  rates  of  com- 
pensation, and  the  lines  of  authority  (indicated  by  indentation) 
of  the  shipping  department,  as  of  February  1,  194  9>  were  as 
follows : 


Position  Title 

Number  of 
Employes 

Rate 
Weekly 

of   Pay 
Annual 

Annual   Pay- 
roll Cost 

Shipper 

Shippers  assistant 
Provisional   shipper1 s 
assistant 

1 
1 

1 

$86.30 
36.44 

34.52 

$4,500 
1,900 

1,800 

$4,500 
1,900 

1,800 

Totals 

3 

$8,200 

The  head  of  the  shipping  department  has  been  in  the 
service  of  the  library  for  over  45  years  and  is  receiving  $400 
annually  as  a  long  service  payment. 

It  is  the  opinion  of  the  library1 s  management  that  the 
library's  needs  for  trucking  facilities  are  more  satisfactorily 
and  economically  met  by  contracting  rather  than  by  owning  and 
operating  its  own  equipment.  This  matter  is  discussed  later  under 
the  subject  of  policies  and  procedures. 
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In  broad  terms  the  functions  and  activities  of  the 
shipping  department  relate  to  both  the  general  business  and  the 
biblicthecal  operations  of  the  library.  However,  it  is  not  con- 
sidered that  the  size  of  the  staff  required,  the  volume  of  work, 
or  the  diversity  of  operations  are  sufficient  to  justify  separate 
departmental  status.   Such  a  large  proportion  of  the  work  performed 
by  the  shipping  department  is  related  to  stock  and  book  purchasing 
that  incorporating  this  organization  and  staff  in  the  proposed 
purchasing  department  should  not  interfere  with  the  services  it 
renders  to  the  circulation  or  reference  divisions.  Furthermore, 
such  an  organization  readjustment  would  aid  in  reducing  to  a 
practicable  minimum  the  number  of  department  heads  reporting  direct 
to  the  head  of  the  division* 

i.  Department  of  Buildings i     The  staff  of  the  building 
department  is  responsible  for  the  general  care,  custody,  and  main- 
tenance of  the  buildings,  facilities,  and  equipment  of  the  library 
system,  except  where  these  duties  and  responsibilities  have  been 
assigned  by  ordinance  to  other  City  organization  units,  such  as 
the  department  of  public  buildings  and  the  department  of  school 
buildings.  The  staff  also  makes  most  minor  repairs  and,  in  recent 
years,  has  performed  an  increasing  number  of  major  repairs  and 
substantial  alterations,  A  firm  of  architects  has  been  retained 
for  advising  on,  and  drawing  up  plans  covering,  major  architectural 
changes  in  central  and  branch  libraries. 

The  department  of  buildings  is  the  largest  organization 
unit  of  the  division  of  business  operations*   It  is  reported  that 
the  most  significant  change  in  organization  and  staff  of  this 
department  took  place  in  19^  with  the  establishing  and  filling  of 
numerous  foreman  and  other  supervisory  positions.  This  action  was 
taken  to  provide  better  internal  organization  of  the  department 
and  to  fix  more  clearly  the  duties  and  responsibilities  for  direct- 
ing and  supervising  the  various  activities  carried  on  by  a  relative- 
ly large  staff. 

Principally  for  administrative  purposes,  the  library's 
management  has  considered  the  building  department  as  being  composed 
of  a  number  of  different  sections.  These  sections  generally  are 
organized  on  a  functional  basis,  such  as  those  for  painters,  car- 
penters, custodians,  and  cleaners.  With  the  exception  of  two 
sections  covering  the  watchman  staff  and  miscellaneous  workers, 
each  section  has  a  supervisor. 

The  functional  sections,  the  positions,  the  number  of 
employes,  the  rates  of  compensation,  and  the  approximate  lines  of 
authority  (indicated  by  indentations)  in  the  building  department, 
as  of  February  1,  19^9*  were  as  follows: 
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Number  of  Rate  of  Pay   Annual  Pay- 
Seotlon  and  Position  Title   Employes  Weekly  "jffltt&l  roll  Cost 


CENTRAL  LIBRARY 


Superintendents  Office 


Superintendent  of  buildings 
Senior  building  custodian 
Probationary  stenographer 

Carpenters 

Working  foreman  carpenter 
Carpenter 

Painters 


1 
1 
1 


1 
2 


Head  electrician 
Electrician 
Electrician1 s  helper 

Engineers  and  Machinists 

Engineer,  third  class 
Stationary  engineer, 

third  class 
Machinists  helper 

Building  Custodians 

Junior  building  custodian 

Cleaners 

Housekeeper 

Assistant  housekeeper 
Cleaner 

Miscellaneous  Workers 

Mason 

Steamf itter 

Wat  chman 

Fire  prevention  inspector 

Elevator  operator 

Elevator  attendant 


1 

2 
1 


1 
1 


16 


$115.07  $6,000 

55.75     2,899 
34.52     1,800 


66.00     3,432 
6^.00     3,276 


66.00  3,^32 
63.00  3,276 
51.00     2,652 


63.00     3,276 

63.OO     3,276 
51.00     2,652 


46.50     2,418 


$ 


6,000 

2,899 

1,800 


3,432 
6,552 


Working  foreman  painter 

1 

66 

,00 

3. 

,432 

3: 

,432 

Painter 

1 

63 

.00 

3. 

,276 

3> 

,276 

Furniture 

polisher 

1 

63 

,00 

3. 

,276 

3i 

,276 

Temporary 

painter 

2 

63 

,00 

3. 

,276 

6, 

552 

Electricians 

3,432 
6,552 
2,652 


3,276 

3,276 
2,652 


38,688 


1 

45 

.50 

2,366 

2 

,366 

1 

39 

.42 

2,050 

2 

,050 

16 

33 

>50 

1,742 

27. 

,872 

1 

63 

,00 

3,276 

3; 

,276 

1 

63  < 

,00 

3,276 

3: 

,276 

2 

51 

.15 

2,660 

5; 

,320 

1 

50, 

,00 

2,600 

2, 

,600 

1 

47, 

.42 

2,466 

2, 

,466 

1 

45, 

►  50 

2,366 

2, 

,366 

Subtotals 


59 


$1^9,339 
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Number  of  Rate  of  Pay   Annual  Pay- 
Section  and  Position  Title   Employes  Weekly  Annual  roll  Cost 

BRANCH  LIBRARIES 

Junior  building  custodian     12  $46,50  $2,418  $  29,016 

Junior  building  custodian     3  34.80  1,810  5,430 

Cleaner  12  33.50  1,742  20,90*1 

Cleaner  _2  33.60  1,7*7  3,494 

Subtotals  29  $  53,844 

Grand  Totals         88  $208,183 

The  senior  building  custodian  is  the  recognized  assistant 
head  of  the  department  and,  in  addition,  is  the  chief  working 
supervisor  of  the  day  shift  cleaners  and  custodians  of  the  central 
library •  It  is  believed  evident  that  the  compensation  of  this 
employe,  both  in  relation  to  the  compensation  paid  the  head  of  the 
department  and  to  that  of  other  employes  the  senior  building 
custodian  is  called  upon  to  supervise  and  direct,  is  not  appropriate 
and  commensurate  with  his  duties  and  responsibilities.  Therefore, 
it  is  recommended  that  the  compensation  of  the  senior  building 
custodian  be  adjusted  upward  to  eliminate  this  deficiency  in  the 
position. 

Considering  the  scope  and  complexity  of  the  duties  and 
responsibilities  assigned  to  the  buildings  department  and  the 
general  quality  of  the  services  it  provides,  it  is  not  considered 
that  the  staff  is  excessive.  Elsewhere  in  this  report  overtime 
compensation  policies  and  practices  are  evaluated.  There  are 
indications  that  some  savings  may  be  possible  by  increasing  staff 
and  reducing  premium  overtime  compensation. 

At  present,  a  permanent  position  has  not  been  established 
and  filled  to  provide  overall  supervision  and  direction  of  the 
custodians  who  perform  heavy  cleaning  and  polishing  in  the  central 
library  from  midnight  to  8:00  a.m.,  the  watchman,  and  other  workers 
who  may  be  required  in  emergencies.  Temporarily,  one  of  the  cus- 
todians is  recognized  as  the  group  leader.   It  is  recommended  that 
an  appropriate  and  permanent  civil  service  position  be  established 
and  filled  to  provide  overall  direction  and  supervision  of  the 
night  staff  of  the  buildings  department  working  in  the  central 
library.   This  position  would  be  comparable  to  the  position  now  pro- 
vided for  overall  direction  and  supervision  of  the  day  shift. 


*The  compensation  of  these  employes  is  estimated  from  a  rate 
of  $1.16  per  hour  and  library  policy  that  these  employes  normally 
are  not  permitted  to  work  more  than  30  hours  in  any  work  week. 

**The  compensation  of  these  employes  is  estimated  from  a  rate 
of  $1.12  per  hour  and  library  policy  that  these  employes  normally 
are  not  permitted  to  work  more  than  30  hours  in  any  work  week. 
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Two  watchmen  are  employed  seven  days  a  week  on  shifts 
from  10:00  p.m.  to  12  midnight  and  from  12  midnight  to  8:00  a.m. 
Fire  underwriters  have  recommended  that  an  additional  watchman  be 
employed  to  provide  two-man  coverage  at  all  times  from  10:00  p.m. 
to  8:00  a.m.  and  to  provide  an  adequate  staff  for  meeting  emergen- 
cies of  illness  on  the  job,  absence,  and  the  like.   It  is  believed 
that  this  recommendation  should  be  adopted  and  carried  out  as  soon 
as  possible.  No  watchmen  are  employed  by  the  library  for  the  pro- 
tection of  branch  libraries. 

Apparently  the  fire  prevention  inspector  is  performing 
worthwhile  services  for  the  entire  library  system.  Reports  of 
this  employe  show  many  valuable  recommendations  which  were,  and  are 
being,  carried  out  by  the  management. 

From  long  experience  and  study  of  library  cleaning  require- 
ments, the  management  believes  that  cleaning  services  can  be  im- 
proved and  made  more  efficient  by  increasing  the  staff  of  male  cus- 
todians and  reducing  the  number  of  female  custodians.   This  plan 
appears  to  be  particularly  appropriate  with  respect  to  the  central 
library  where  heavy  cleaning  and  machine  polishing  is  extensive. 
Public  rooms  must  be  cleaned  before  9*00  a.m.  when  the  doors  open. 
This  situation  requires  cleaners  to  begin  work  at  6:00  a.m.   These 
early  hours,  a  high  rate  of  absenteeism,  and  the  heavy  work  frequent' 
ly  involved  indicate  that  a  smaller  staff  of  stronger  and  more 
versatile  custodians  could  do  the  work  now  being  done.   It  is 
believed  that  the  library  management's  position  is  sound  and  it  is 
recommended  that  action  be  taken  to  adjust  the  buildings  department 
staff  accordingly. 

Nine  branch  libraries  are  under  the  exclusive  jurisdiction 
of  the  City  public  buildings  department  and,  therefore,  have  neither 
cleaners  nor  custodians  who  are  on  the  library  payroll.   The 
library !s  management  is  satisfied  with  the  quality  of  the  services 
performed.  However,  where  a  branch  library,  such  as  the  Jamaica 
Plain  branch,  is  the  exclusive  occupant  of  a  public  building,  it  is 
recommended  that  the  building  be  transferred  to  the  custody  and 
maintenance  of  the  public  library  system. 

Not  all  the  13  branch  libraries  under  the  exclusive 
jurisdiction  of  the  library  management  are  staffed  with  both 
cleaners  and  custodians.   The  number  of  positions  assigned  to  each 
branch  is  dependent  upon  such  factors  as  size,  independent  heating 
plants,  and  the  like. 


Eight  branch  libraries  are  rented  and  have  either 
cleaners  or  custodians,  depending  (primarily)  on  the  need  for 
operating  a  heating  plant.  Weekly  or  hourly  rates  of  pay  are 
determined  by  the  need  for  cleaning  or  custodial  services  in  excess 
of  30  hours  a  week. 
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j .   Proposed  Division  of  Administrative  Services :   For 
reasons  of  economy  and  efficiency,  it  is  recommended  that  certain 
changes  be  made  in  the  organization  of  the  division  of  business 
operations.  The  suggested  plan  of  organization  is  shown  as  follows: 

Division  of  Administrative  Services 

■II  'I       ■       -        II    IT 1 *  !■  I         Til  I      1^1  111  II  ...■■        I.  _  ■■     |  _  ..!■!. 

Office  of  the  division  head 
Accounting  department 
Book  preparation  department 
Building  department 
Office  services  department 

Information  section 

Publications  section 

Records,  files,  and  statistics  section 

Personnel  department 
Purchasing  department 

Accessioning  section 

Book  purchasing  section 

Property  control  section 

Receiving  and  shipping  section 

Stock  purchasing  section 

Stockroom  section 

Printing  and  binding  department 
Binding  section 
Printing  section 

Under  the  proposed  plan  of  organization,  the  head  of  the 
new  division  would  provide  broad  overall  direction  and  supervision 
for  seven  departments,  the  same  number  as  in  the  division  of 
business  operations  at  present.  By  consolidating  allied,  related, 
or  interdependent  functions  and  activities,  the  recommended  trans- 
fer of  four  general  administrative  offices  to  the  division  would 
not  increase  the  number  of  departments  to  be  supervised  by  the 
division  head  and  the  proposed  assistant  division  head.   In  general, 
adequate  organization  and  staff  should  be  provided  at  section 
levels  so  that  department  heads  would  be  relieved  of  much  of  their 
present  administrative  and  detail  work,  thus  permitting  them  to 
devote  more  time  to  the  general  supervision  of  operations  assigned 
to  their  departments. 

The  office  of  the  division  head  would  include  all  staff 
now  assigned  to  the  business  office  and  the  proposed  assistant 
division  head,  but  would  exclude  all  positions  and  employes  now 
directly  concerned  with  stock  purchasing,  trust  fund  accounting, 
and  stockroom  operations.   It  is  believed  that  the  management 
of  real  estate  in  trust  could  be  handled  effectively  by  one  employe 
assigned,  to  the  office  of  the  division  head. 
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The  basic  functions  and  activities  of  the  accounting 
department  would  remain  the  same,  except  for  some  additional 
assignments  to  the  department  such  as  the  preauditing  operations 
now  being  carried  out  in  the  book  and  stock  purchasing  departments 
and  the  operation  of  separate  controls  over  moneys  received  by  the 
records  office  for  subscriptions  to  library  publications  and  sales 
of  back  issues.   The  functions  and  activities  of  the  accounting 
department  are  discussed  in  greater  detail  in  this  report  under 
the  heading  on  financial  administration. 

It  is  anticipated  that  the  book  preparation  department 
will  increase  significantly  in  size  of  staff  and  scope  of  opera- 
tions with  the  projected  and  recommended  expansion  of  its  functions 
and  activities  to  cover  the  entire  library  system,  as  discussed 
in  detail  elsewhere  in  this  report. 

With  respect  to  the  buildings  department,  no  substantial 
changes  in  organization  appear  to  be  indicated. 

The  proposed  office  services  department  would  comprise 
the  existing  information,  publications,  and  records  offices  (termed 
sections  in  the  new  department),  each  with  its  functions  adjusted 
in  some  few  respects,  as  already  recommended. 

Other  than  broadening  the  scope  of  the  functions  and 
activities  of  the  personnel  department  to  include  the  recruiting 
of  civil  service  employes,  no  significant  changes  in  the  organiza- 
tion and  staff  of  this  department  appear  necessary. 

The  proposed  purchasing  department  is  conceived  as  con- 
sisting of  various  sections,  the  principal  functions  and  activities 
of  which  are  believed  to  be  either  so  closely  related  or 
sufficiently  allied  in  nature  as  to  justify  their  consolidation 
in  a  single  department  with  overall  direction  and  supervision  pro- 
vided by  one  head.   The  proposed  purchasing  department  would  include 
the  functions,  activities^  and  staff  now  in  the  business  office  and 
involved  in  stock  purchasing  and  stockroom  operations.   The  pro- 
posed property  control  section  may  not  be  necessary  as  a  formal 
organization  unit,  since  it  is  likely  that  this  phase  of  library 
operations  could  be  handled  effectively  on  a  part-time  basis. 

Many,  although  not  all,  printing  and  binding  operations 
are  dependent  upon  each  other.   In  any  event,  it  is  considered 
that  many  advantages  and  some  economies  are  to  be  gained  by  con- 
solidating the  present  binding  and  printing  departments  into  a 
single  organization  unit. 

9.   Policies  and  Procedures 

a.   Board  of  Trustees:  A  review  of  minutes  of  board 
meetings,  of  various  reports,  and  of  other  papers  covering  the 
activities  of  the  board  of  trustees  indicates  that  the  trustees 
concern  themselves  with  an  excessive  amount  of  administrative 
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detail  which  properly  should  be  responsibilities  of  the  director 
and  other  library  officials  in  line  of  authority  below  the  director. 
Comments  and  recommendations  with  respect  to  budgets,  approval  of 
purchases  and  contracts,  signing  of  checks  and  drafts,  and  the 
like,  are  presented  under  the  subject  of  financial  administration, 
since  the  participation  of  the  trustees  in  such  administrative 
functions  is  primarily  for  the  purpose  of  controlling  expenditures. 

However,  there  is  one  phase  of  administrative  action  and 
control  with  which  the  trustees  concern  themselves  dealt  with  here 
that  is  not  mentioned  elsewhere  in  this  report.   It  has  to  do  with 
the  approval  of  appointments,  promotions,  salaries,  and  other 
actions   pertaining  to  library  personnel.   Other  than  to  approve  the 
broad  plans  and  policies  with  respect  to  personnel  and  the  budget- 
relating  to  compensation  for  personal  services,  it  is  believed 
that  the  board  of  trustees  should  relieve  itself  of  consideration 
of  the  detailed  administration  and  operation  of  the  personnel 
system. 

Reference  to  trustee  participation  in  details  of  the 
general  administration  of  the  library  is  emphatically  not  intended 
as  a  criticism.   In  fact,  it  is  considered  to  be  evidence  of  the 
energy  and  conscientiousness  of  the  trustees  and  of  the  highly 
developed  sense  of  duty  and  responsibility  which  apparently  they 
possess  in  managing  the  library  system.   But,  it  is  believed  that 
the  trustees  should  take  the  initiative  to  divest  themselves  of 
details  which,  in  accordance  with  the  broad,  overall  policies 
determined  by  the  board,  can  equally  well,  and  perhaps  better,  be 
administered  and  carried  out  by  a  capable  staff  at  lower  levels. 

b.   Personnel :   In  November  19^8  a  trial  edition  of  a 
manual  describing  personnel  policies  and  procedures  governing  the 
bibliothecal  staff  was  published  and  distributed.   This  manual 
appears  to  be  very  comprehensive  and  well  prepared.   However,  there 
are  needs  for  similar  manuals  covering  the  personnel  policies  and 
procedures  relating  to  the  staff  of  clerical  and  mechanical  workers, 
and  part-time  employes.   It  is  recommended  that  these  additional 
manuals  be  prepared,  published,  and  distributed  as  soon  as 
practicable  . 

It  has  been  reported  that  policies  governing  sick  and 
vacation  leaves,  with  or  without  pay,  and  overtime  compensation 
are  uniform  for  all  employes  throughout  the  library  system.   As 
described  in  the  staff  manual  for  the  bibliothecal  service,  these 
policies  are  considerably  more  liberal  than  those  prescribed  in 
the  mayor's  circular  letter  No.  1  dated  February  1,  19^  9  •   It  is 
the  opinion  of  the  library's  management  that  the  creation  of  the 
library  system  under  special  acts  gives  greater  latitude  in  such 
policies  and,  therefore,  that  a  more  liberal  application  of  such 
policies  than  the  limits  prescribed  in  the  mayor's  directive  is 
permissive.   It  is  believed,  however,  that  the  validity  of  this 
interpretation  should  be  established  formally  with  the  proper  City 
authorities . 
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The  bulk  of  overtime  compensation  paid  to  employes  of 
the  division  of  business  operations  is  concentrated  in  the  build- 
ings department.   Employes  assigned  to  the  general  administrative 
offices  and  other  organization  units  of  the  division  of  business 
operations  receive  such  compensation  infrequently. 

In  branch  libraries,  there  is  a  definite  and  enforced 
policy  with  respect  to  overtime  compensation  which  permits  a 
maximum  of  10  hours  routine  overtime  work  and  compensation  for 
building  custodians.  Work  and  compensation,  therefore,  in  excess 
of  10  hours  overtime  must  be  expressly  approved  by  the  head  of  the 
division  of  business  operations.   In  branch  libraries,  cleaners 
rarely  work  overtime. 

During  recent  years.,  the  overtime  compensation  paid  to 
custodians  and  cleaners  working  in  branch  libraries  has  been  ap- 
proximately as  follows: 


1945    - 

■     $3,330 

1946     - 

■       3,307 

19^7     - 

■       4 , 557 

1948     - 

■       4,778 

No  breakdowns  are  available  to  show  the  overtime  com- 
pensation paid  separately  to  custodians  and  cleaners  in  branch 


libraries . 


Total  overtime  compensation  of  employes  of  the  buildings 
partment  working  in  the  central  library  for  recent  years  was  as 
Hows  : 


de 
fo 

1945  -  $15,785 

1946  -  13,434 

1947  -  18,381 

1948  -  19,592 

A  substantial  portion  of  this  overtime  compensation  was 
paid  to  cleaners. 

Detailed  figures  were  collected  and  analyzed  with  respect 
to  overtime  compensation  of  buildings  department  employes  in  the 
central  library.   In  the  last  few  years ,  overtime  compensation  has 
been  fairly  consistent  except  when  general  salary  increases  were 
applied.   In  broad  terms,  with  few  exceptions,  overtime  compensa- 
tion paid  to  classes  of  workers  in  the  buildings  department  has 
not  been  sufficient  to  justify,  or  give  consideration  to,  the 
addition  of  personnel. 

However,  it  is  believed  that  overtime  compensation  paid 
to  building  custodians  and  cleaners  is  approaching  the  point  where 
it  may  be  more  economical  to  employ  additional  staff.   It  is  recom- 
mended that  this  overtime  compensation  be  studied  closely  periodi- 
cally and  that  appropriate  action  be  taken  to  reduce  the  overall 


cost  of  these  essential  services  to  a  practicable  minimum. 
Possibly  the  projected  reduction  in  the  staff  of  cleaners  and  an 
increase  in  the  staff  of  building  custodians  may  serve  to  eliminate 
some  of  the  overtime  compensation  paid  to  these  classes  of  -workers. 

c.  Book  Purchasing:  Various  forms  of  requisition  are 
used  throughout  the  library  system  to  initiate  the  purchase  of 
books.   It  is  believed  that  the  number  of  different  requisition 
forms  can  be  reduced..  With  detailed  study  possibly  a  single 
standard  form  could  be  devised  and  used. 

The  book  purchase  order  form  should  be  revised  to  conform 
to  generally  accepted  business  format.  At  present,  almost  half  of 
the  form  is  used  to  display  the  library  seal,  names  of  officers, 
and  instructions.   No  confirming  purchase  order  form  is  used  to 
confirm  the  purchase  of  books  delivered  on  approval.   Instead,  a 
memorandum  form  is  employed  from  which  it  is  impossible  to  ascertain 
the  cost  of  the  books  purchased,  cash  discount  terms,  amount  of 
discount .,  and  the  like. 

The  system  for  accepting  and  purchasing  books  delivered 
on  approval  is  faulty.   Records  were  examined  which  indicated  that 
books  delivered  on  approval  as  long  as  a  year  ago  had  neither  been 
purchased  and  paid  for,  nor  rejected  and  returned.   It  is  obvious 
that  this  condition  is  not  conducive  to  establishing  and  maintaining 
good  will  with  book  dealers  and  that  it  reflects  adversely  on  the 
business  efficiency  of  the  library.   Fortunately,  the  number  of 
such  cases  is  not  large.   Furthermore,  the  responsibility  for 
the  laxity  in  controls  and  follow-up  is  not  solely  the  responsibi- 
lity of  the  book  purchasing  department.   It  is  considered  that  the 
book  selection  departments  of  the  circulation  and  reference  divi- 
sions must  likewise  review  and  improve  their  systems  relating  to 
the  purchase  or  rejection  of  books  delivered  on  approval. 

d.  Stock  Purchasing:   In  broad  terms,  the  policies, 
procedures,  and  forms  employed  in  stock  purchasing  generally  are- 
superior  to  those  involved  in  book  purchasing.   Comments  and 
recommendations  with  respect  to  organization  for  purchasing  have 
been  presented  with  a  view  to  increasing  the  efficiency  of  these 
operations.   It  is  probable  that  the  consolidation  of  all  pur- 
chasing functions  and  activities  in  one  department  would  provide 

a  sound  basis  for  standardizing  on  many  forms  such  as  requisitions, 
purchase  orders,  and  the  like. 

Some  improvements  can  be  made  in  basic  policies  and  pro- 
cedures governing  the  approval  of  purchases  made  by  the  stock 
purchasing  unit  which  have  been  discussed  elsewhere  in  this  report. 
With  respect  to  forms,  some  improvements  likewise  can  be  made.   At 
present,  two  forms  of  requisition  are  used.   One  requisition  form 
is  intended  to  secure  articles  from  stock  and  the  other  form  is 
intended  to  be  used  when  requisitioning  articles  that  cannot  be 
supplied  from  stock  and,  therefore,  must  be  purchased  specifically 
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to  fill  such  requisitions.   However,  in  practice,  the  form  for 
requisition  from  stock  is  used  by  numerous  library  organization 
units  to  procure  both  stock  and  non-stock  articles.   This  mixture 
of  requisitioned  articles  with  different  sources  of  supply  requires 
considerable  renewing  of  requisitions  and  transferring  of  data. 

The  basic  cause  for  this  condition  is  that  many  requi- 
sitioned lack  knowledge  as  to  the  articles  carried  in  stock.   It 
is  recommended  that  a  stock  list  or  catalog  of  articles  carried  in 
central  stores  be  prepared,  distributed,  and  kept  up  to  date.   This 
would  provide  a  relatively  simple  and  effective  means  for  preparing 
purchase  and  stores  requisitions  with  articles  appropriately  listed 
on  each  form. 

A  standard,  City-wide  purchase  order  form  is  used  for  all 
direct  purchases  of  goods  and  services  except  when  the  value  of 
such  purchases  exceeds  $2000.   In  the  latter  case,  one  of  two 
formal  contract  forms  approved  by  the  City  law  department  is  used. 
Requisition  forms  which  have  been  standardized  throughout  the  City 
are  used  to  request  goods  or  services  through  the  City  printing 
and  supply  departments.   Relatively  few  purchases  are  made  through 
these  departments. 

There  is  ample  evidence  that  the  library's  management  is 
conservative  and  conscientious  in  its  purchasing  policies  and  pro- 
cedures with  respect  to  price.   Briefly  stated,  a  consistent  effort 
is  made  to  procure  competitive  bids  on  all  purchases  over  $50* 
Formal  advertising  for  bids  is  employed  for  purchases  costing 
between  $1000  and  $2000.   Formal  written  contracts  are  used  in 
making  purchases  in  excess  of  $2000. 

Perhaps  the  greatest  economies  and  improvements  achievable 
in  stock  purchasing  operations  lie  in  the  further  development  of 
sound  policies  and  practices  governing  the  standardization  of  both 
stock  and  non-stock  articles.   Some  efforts  at  standardization  are 
made  by  the  head  of  the  division  of  business  operations.   However, 
it  is  recommended  that  a  more  formal  and  representative  organiza- 
tion and  system  be  established  for  reaching  this  objective.   Con- 
siderably simplified  purchasing  operations  and  economies  can  be 
realized.   The  lack  of  a  comprehensive  and  fully  effective  program 
of  standardization  represents  one  of  the  more  important  deficien- 
cies in  a  definitely  conscientious  effort  to  develop  an  efficient 
material  management  system. 

e.   Stockroom  Operations:   The  library's  management  has 
definite,  practicable  concepts  and  plans  with  respect  to  the  estab- 
lishment and  operation  of  an  efficient  central  stockroom  to  serve 
not  only  the  central  library  but  all  the  branch  libraries  as  well. 
However,  the  system  is  not  fully  effective  at  this  time.  A   princi- 
pal cause  for  deficiencies  in  central  stockroom  organization  and 
operation  is  traceable  to  the  limited  size  and  facilities  of  the 
present  stockroom.   Plans  are  ready  for  execution  which  will  provide 
adequate  space  for  consolidating  many  stocks  of  supplies  now  found 
in  various  other  departments,  such  as  binding  and  printing,  and 
those  stocks  of  library  publications  now  managed  by  some  of  the 
general  administrative  offices. 
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As  in  the  case  of  purchasing,  an  effective,  overall 
organization  and  plan  is  required  to  provide  the  highest  practicable 
degree  of  standardization  of  articles  carried  in  stock.   The  execu- 
tion of  such  a  standardization  program  probably  will  realize 
important  savings  in  space,  records,  and  possibly  personnel.   Stocks 
of  forms  used  by  the  library  represent  a  considerable  storage  prob- 
lem in  themselves.   It  is  estimated  that  over  350  different  forms 
are  now  printed  and  carried  in  stock. 

The  heads  of  the  library's  printing  department  and  the 
division  of  business  operations  have  been  making  efforts  to 
eliminate  or  consolidate  forms  with  some  success,  but  it  is  be- 
lieved that  considerable  additional  progress  can  be  made  in  this 
direction.  Furthermore,  the  benefits  to  be  gained  from  central 
stores  are  not  fully  realized  for  lack  of  a  periodic  review  of 
purchases  of  non-stock  articles.   Such  reviews  are  likely  to  pro- 
vide a  basis  for  carrying  additional  articles  in  stock,  thereby 
reducing  the  volume  of  purchase  orders.   Similarly,  a  system  should 
be  installed  for  reviewing  the  issue  activity  of  articles  carried 
in  stock  with  a  view  to  eliminating  stocks  of  articles  not  justified 
because  of  relatively  light  demand. 


Basic  stock  records  have  been  designed  and  are  being  put 
to  use  in  maintaining  perpetual  inventories.   On  the  basis  of 
current  stocks,  those  records  will  cover  about  400  different 
articles.   It  is  planned  to  complete  these  records  before  stocks 
are  moved  to  a  larger  storeroom.  At  the  time  of  this  writing  no 
figures  were  available  as  to  the  value  of  these  stocks  or  of  the 
substantial  stocks  carried  in  ether  departments.   The  need  for  in- 
corporating cost  data  in  stock  records  is  discussed  elsewhere  in 
this  report . 

While  a  worthwhile  beginning  has  been  made  in  developing 
standard  procedures  for  requisitioning  from  stock  and  for  main- 
taining perpetual  inventories,  it  is  recommended  that  a  comprehen- 
sive manual  covering  these  matters,  book  purchasing,  and  other 
direct  purchasing  be  prepared,  distributed,  and  kept  up  to  date. 
Such  a  manual  is  considered  highly  desirable  for  the  library  in 
view  of  its  decentralized  operations  and  of  the  many  organization 
units  concerned  with  these  matters. 

f .   Printing  Operations:   Elsewhere  in  this  report  the 
recommendations  are  made  for  creating  a  revolving  fund  for  the 
printing  department.   The  lack  of  cost  data  with  respect  to  printing 
operations  not  only  makes  it  impossible  to  charge  work  properly  to 
an  account  or  to  the  organization  unit  served,  but  also  seriously 
impedes  a  periodic  check  on  the  costs  of  work  as  compared  with 
having  printing  performed  by  outside  sources. 

In  general,  it  Is  believed  that  the  library's  printing 
operations  are  efficient  and  economical.   Conditions  are  such  that 
the  department  should  be  able  to  meet  most  printing  requirements  as 
well  as,  or  better  than,  outside  sources.   However,  in  order  to 
assure  such  economy  and  efficiency  and  to  correct  adverse  conditions 
promptly  if  they  arise,  it  is  recommended  that  reasonably  accurate 
cost  and  worV:  data  be  supplied  to  the  library's  purchasing  staff 
periodically  and  systematically. 
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g.   Binding  Operations:   The  recommendations  in  this 
report  with  respect  to  a  revolving  fund,  charges,  and  cost  data 
covering  operations  of  the  printing  department  are  also,  to  a   con- 
siderable degree,  applicable  to  the  operations  of  the  binding 
department.   The  binding  department's  annual  cost  of  operations  is 
about  four  times  that  of  the  printing  department, and, therefore,  may 
deserve  substantially  more  attention  as'  to  its  operating  economies 
and  efficiency. 

The  cost  and  size  of  the  staff  involved  in  binding  opera- 
tions is  of  substantial  concern  to  the  management,  and  efforts  are 
being  made  to  reduce  costs  and  to  check  into  the  efficiency  of 
operations.   Inherently,  some  of  the  binding  work  is  custom,  and, 
therefore,  not  adaptable  to  standardization  and  simplification. 
On  the  other  hand,  it  is  believed  that  the  adoption  of  standard 
bindings  and  other  materials  would  permit  the  use  of  streamlined 
and  production  line  processes  to  a  greater  extent  than  now  prac- 
ticable and  would  provide  a  basis  for  establishing  and  using 
reasonable  standards  of  performance. 

Another  matter  which  is  receiving  and  should  receive 
increasingly  greater  attention  is  the  use  of  prebound  books,  the 
bindings  of  which  are  prepared  specially  for  resisting  the 
exceptionally  heavy  wear  inherent  in  library  operations.   It  is 
understood  that  the  additional  cost  of  these  bindings  is  less  than 
normal  trade  edition  bindings  and  that  the  former  wear  considerably 
longer.   In  addition,  the  prebound  books  can  be  purchased  somewhat 
more  cheaply  then  if  they  were  normal  editions  to  be  bound  similar- 
ly by  the  binding  department. 

The  binding  department  appears  to  have  an  abnormally 
high  rate  of  absenteeism  and  sick  leave.   This  factor  undoubtedly 
is  a  principal  cause  for  decreased  production  and  higher  costs. 
It  is  recommended  that  the  management  determine  the  causes  and 
remedies  for  this  condition  in  order  to  bring  the  attendance  of 
this  staff  in  line  with  that  of  other  staffs. 


10.   Financial  Administration 

a.  General  Comments:   In  matters  of  financial  adminis- 
tration, the  Boston  public  library  must  be  considered  in  the  light 
of  its  status  as  a  department  of  the  City  of  Boston.  All  but  a 
very  small  part  of  its  support  is  derived  from  City  appropriations, 
expenditures  under  which  are  subject  to  the  same  controls  as  those 
over  any  other  municipal  department,  and  must  be  approved  and 
accounted  for  by  the  City  auditor.   Even  those  receipts  of  the 
library  derived  from  fines,  payments  for  book  damages,  sales  of 
publications,  and  other  miscellaneous  sources  must  be  paid  into 
the  City  treasury  for  the  general  purposes  of  the  City  and  are 
not  earmarked  for  library  use. 
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The  board  of  trustees,  however,  does  exercise  independent 
control  over  the  portfolios  of  library  trust  funds  and  over  the 
expenditure  of  income  from  trust  funds.   This  administrative  re- 
sponsibility is  growing  in  importance  and  complexity  and  merits 
special  attention. 

b.  Organization  for  Financial  Administration:   Ultimate 
responsibility  for  the  direction  of  the  financial  affairs  of  the 
library  rests  with  the  board  of  trustees,  which  is,  or  should  be, 
concerned  with  the  formulation  of  broad  financial  as  well  as  other 
administrative  policies.   The  library  director,  through  an  assistant 
in  charge  of  the  division  of  business  operations,  puts  into  effect 
the  policies  of  the  trustees  and  supervises  all  financial  adminis- 
tration activities.   The  office  of  the  assistant  to  the  director 

is  known  as  the  "business  office"  and  will  be  so  referred  to 
herein.   The  business  office,  in  turn,  controls  a  group  of  depart- 
ments primarily  concerned  with  what  are  termed  "business"  activi- 
ties, as  described  elsewhere  in  this  report. 

Although  the  library  system  has  been  departmentalized  on 
functional  and  geographical  bases,  control  over  financial  adminis- 
tration is  heavily  concentrated  in  the  business  office  and  its 
subordinate  departments.   Practically  all  phases  of  budget  prepara- 
tion and  administration,  purchasing,  expenditure  and  revenue  control, 
accounting,  trust  fund  administration,  and  financial  reporting  are 
centrally  controlled. 

Certain  of  the  activities  under  business  office  juris- 
diction are  not  grouped  in  the  most  desirable  manner,  as  will  be 
noted  from  time  to  time  in  this  section.  A  proposed  regrouping 
is  presented  in  summary  in  another  section  of  this  report. 

c.  Budgeting:   The  annual  budget  requests  for  City 
appropriations  for  the  library  are  prepared  in  conformance  with 
standard  municipal  practice,  which  could  not  be  altered  by  any 
action  of  the  library.   In  keeping  with  the  library  management's 
philosophy  of  relieving  bibliothecal  personnel  of  financial  concerns, 
budget  requests  are  prepared  by  the  business  office  with  little 
direct  assistance  from  other  organization  units  beyond  aid  in 
establishing  needs  for  equipment  and  repairs.  A  great  deal  of 

time  and  care  is  devoted  to  the  preparation  of  requests,  however, 
and  the  arrangement  has  proved  effective. 

A  separate  budget  is  prepared  for  the  income  and  expendi- 
tures of  trust  funds  to  allocate  resources  to  the  bibliothecal 
departments  for  the  purposes  of  the  trusts.   The  preparation  of 
trust  fund  budgets  is  not  a  serious  problem  because  income 
estimates  can  be  made  with  a  high  degree  of  accuracy. 

Both  the  budget  requests  for  City  appropriations  and  the 
trust  fund  budgets  a.re  reviewed  by  the  library  director  and  the 
board  of  trustees  before  presentation  to  the  mayor  or  acceptance, 
as  the  case  may  be.   The  consideration  of  the  budget  proposal  by 
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the  board  of  trustees  has  tended  to  be  perfunctory  in  accordance 
with  the  confidence  of  the  board  in  the  decisions  and  plans  of  the 
director.   The  annual  budgets  are  important  expressions  of  both 
short  and  long  term  operating  objectives.   Their  allocations  of 
available  resources  to  the  various  phases  of  library  operation 
should  properly  be  subjected  to  the  most  intense  scrutiny  of  the 
top  policy-forming  group.   Moreover,  the  expression  of  the  finan- 
cial plans  of  the  trustees  in  a  carefully  threshed  out  budget 
would  allow  them  to  dispense  with  examinations  of  routine  expendi- 
tures during  the  periods  controlled  by  budgets,  as  discussed  later 
in  this  report,  and  thus  to  free  their  time  for  more  important 
matters.   It  is  recommended,  therefore,  that  the  trustees  undertake 
a  more  critical  and  intensive  examination  of  budget  proposals. 

It  is  desirable  that  the  agency  which  reviews  expenditure 
requirements  and  prepares  budgets  be  equipped  with  an  intimate 
knowledge  of  the  functions,  operating  problems,  personnel  require- 
ments, and  facilities  of  each  organization  unit.   The  library  has 
recognized  this  need  by  assigning  the  task  of  reviewing  require- 
ments to  one  individual  and  authorizing  that  individual  to  make 
appropriate  inquiries  as  the  budget  is  developed.   It  is  suggested, 
however,  that  responsibility  for  inquiry  into  such  matters  be 
assigned  as  a  continuous  year-around  task.   The  library  is  a  large 
enough  organization,  and  its  administrative  problems  are  certainly 
complex  enough,  to  warrant  using  the  full  time  of  at  least  one 
person  in  work  of  this  nature,  together  with  budget  preparation. 
Continuous  attention  to  administrative  analysis  would  not  only 
permit  more  intelligent  examination  of  the  annual  budget  proposals, 
but  would  also  bring  to  light  opportunities  for  monetary  savings. 


y 


d.   Control  of  Expenditures:   In  general,  library 
expenditures  under  City  appropriations  are  supported  by  a  locally 
devised  system  of  paper  work  and  preaudit  which,  while  entirely 
effective,  duplicates  much  of  the  work  of  the  City  auditor.   The 
question  of  the  possibility  of  a  major  change  in  the  City's  method 
of  processing  paper  work  supporting  expenditures  has  been  discussed 
in  detail  in  another  report  In  this  series.   Until  seme  change  is 
made,  the  library  must  continue  to  validate  its  own  transactions 
just  as  if  it  were  a  totally  independent  unit  disbursing  moneys 
from  its  own  funds,  but  should  make  every  effort  to  reduce  paper 
work  to  the  minimum  consistent  with  effective  expenditure  control. 

Purchases  of  ordinary  supplies  and  materials,  whether 
destined  to  be  paid  for  out  of  City  appropriations  or  trust  fund 
income,  are  supported  by  an  elaborate  system  of  requisitions, 
purchase  orders,  and  receiving  reports,  each  involving  a  series  of 
signatures,  verifications,  and  approvals  which,  in  turn,  require 
an  excessive  amount  of  interoffice  routing  and  suspense  filing. 
Delays  are  inevitable  in  so  complicated  a  system,  and  the  time  of 
Important  officials  is  unnecessarily  consumed  in  the  associated 
detail  work.   Some  of  the  obviously  unnecessary  paper  work  in  sup- 
port of  purchases  has  been  pointed  out  in  the  section  of  this  report 
dealing  with  purchasing  policies  and  procedures,  and  recommendations 
have  been  made  therein  which,  if  placed  in  effect,  would  simplify 
procedures. 
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The  tendency  of  the  library  to  complicate  paper  work  in 
this  connection  extends  to  the  highest  echelons  of  authority.   It 
has  been  traditional  for  the  board  of  trustees  and  the  director 
to  consider  every  individual  expenditure  of  the  library  either 
before  or  after  commitments  have  been  made,  regardless  of  their 
importance.   For  example,  both  the  director  and  a  member  of  the 
board  of  trustees  must  sign  every  individual  statement  of  invoices, 
as  well  as  the  summary  requisition  covering  statements  of  invoices, 
before  these  documents  may  be  transmitted  to  the  City  auditor  for 
payment.  Again,  it  has  been  the  practice  to  prepare  elaborate, 
typed  statements  describing  each  supply  purchase  in  detail,  from  a 
pair  of  pliers  to  a  printing  machine,  for  submission  to  the  trustees, 
The  review  which  members  of  the  board  of  trustees  can  give  these 
statements  is  cursory  at  best;  such  time  as  is  devoted  to  it 
encroaches  on  time  vitally  necessary  for  consideration  of  broad- 
matters  of  general  interest;  the  obligations  reflected  in  the  docu- 
ments have  already  been  incurred  and  could  not  be  canceled  without 
embarrassment;  and  the  preparation  and  transmittal  of  statements 
wastes  stenographic  and  clerical  time. 

The  trustees  should  take  immediate  action  to  divest  them- 
selves and  the  library  director  of  all  concern  with  routine  expendi- 
ture authorizations  or  review.   This  could  be  dene  abruptly  without 
in  any  way  endangering  the  propriety  of  requisitions  on  the  City 
auditor.   The  understandable  concern  of  the  board  of  trustees  and 
the  director  with  assuring  themselves  that  money  has  not  been  spent 
unwisely  cculd  be  satisfied  by  greater  participation  of  the  trustees 
in  evolving  budgets.   If  the  board  gives  tangible  form  to  its 
financial  objectives  by  approving  budget  requests,  and  if  requests 
are  prepared  in  appropriate  detail,  it  will,  in  effect,  authorize 
all  expenditures  which  fall  within  the  budget  objectives. 
Thereafter,  the  board  and  the  director  should  be  concerned  only 
with  departures  from  the  carefully  prepared  plan,  or  budget,  not 
with  expenditures  specifically  anticipated  in  the  plan,  however 
large  or  small  Individual  items  may  be. 

The  board  can  be  confident  that  expenditures  are  either 
within  the  plan  or  are  referred  to  them,  if  all  expenditure  pro- 
posals are  first  reviewed  as  a  matter  of  routine  to  determine  that 
funds  in  sufficient  amount  have  been  appropriated  for  the  object 
of  the  expenditure,  and  if  those  for  which  the  plan  makes  no  pro- 
vision are  intercepted.   The  library  already  has  the  administrative 
mechanisms  to  give  this  assurance,  since  elaborate  preauditing 
procedures  and  accounts  with  appropriation  encumbrances  and  expendi- 
tures have  been  set  up.   The  library  simply  needs  to  discontinue 
referring  ordinary  expenditures  to  the  director  and  the  board  of 
trustees  and  to  rely  upon  the  protection  afforded  by  routine  actions 
of  subordinate  officers  and  by  adequate  reporting. 

This  proposal  may  raise  questions  as  to  the  legality  of 
requisitions  drawn  upon  the  City  auditor  which  do  not  bear  actual 
signatures  of  a  trustee  and  the  library  director.   These  signatures 
are,  for  all  practical  purposes,  meaningless.   The  board  of  trustees 


-56- 

has  corporate  authority  under  the  law  and  some  way  could  certainly 
be  found  to  circumvent  any  purposeless  legal  technicalities.   The 
trustees  might  delegate  authority  to  approve  requisitions  and  in- 
voices to  subordinates.   Facsimile  signatures  might  be  used.   It 
might  be  possible  and  desirable  for  the  trustees  formally  to 
authorize  each  department  to  expend  whatever  appropriations  are 
finally  allocated  to  the  library  by  the  City  council.   In  any 
event ,  the  basic  fault  should  be  corrected,  whatever  arbitrary  de- 
vice may  be  occasioned  by  operation  of  statutes. 

Purchases  of  books  are  made  by  a  separate  department  using 
a  somewhat  different  system  of  paper  work,  described  elsewhere  in 
this  report.   The  large  number  of  small  purchases  negotiated  has 
apparently  discouraged  the  review  of  individual  transactions  at 
high  administrative  levels. 

Payments  for  personal  services  are  very  well  supported  by 
adequate  time  and  attendance  reports  prepared  from  time  records 
kept  in  the  various  departments  and  routed  to  the  payroll  audit 
clerk.  All  personnel  actions,  such  as  appointments,  removals,  and 
rate  changes,  are  properly  authorized  for  payroll  purposes.   The 
library  is  to  be  commended  on  the  close  attention  paid  to  this  most 
important  class  of  expenditures. 

Payments  for  recurring  charges  and  payments  under  con- 
tracts have  also  been  placed  under  excellent  control.   There  appears 
to  be  little  or  no  possibility  of  double  payments  or  payments  for 
unfulfilled  contractual  obligations. 

Payments  from  petty  cash  funds  are  adequately  supported 
by  petty  cash  vouchers,  but  petty  cash  funds  have  been  allowed  to 
grow  in  amount  far  beyond  the  needs  for  which  such  funds  are 
ordinarily  created.   This  growth  has  been  carried  tc  the  point 
where  petty  cash  funds  are  banked  and  drawn  against  by  check  for 
all  book  purchases  under  $15*  reportedly  to  reduce  the  amount  of 
paper  work  which  would  be  required  if  such  items  were  paid  for  by 
requisition  against  the  City  auditor. 

Petty  cash  funds  should  be  reduced  in  amount  to  the 
currency  required  at  each  unit  for  minor  items  of  expense,  such  as 
express  charges  and  small  personnel  reimbursements,  which  common 
sense  dictates  need  not  be  disbursed  through  City  checks;  they 
should  not  be  used  to  circumvent  normal  processes  of  preaudit  and 
payment.   If  the  payment  of  items  now  being  handled  through  petty 
cash  would  be  too  burdensome  if  paid  in  the  same  manner  as  other 
accounts,  it  is  because  of  the  very  complications  in  procedures 
noted  previously  in  this  report.   The  recommended  simplification 
of  those  procedures  should,  therefore,  make  it  a  simple  matter  to 
reduce  petty  cash  funds  in  amount  and  to  subject  all  but  the 
smallest  expenditures  to  better  control. 
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e-  Accounting:   The  library  department  has  recently 
taken  a  most  progressive  step  in  installing  a  machine  accounting 
system  as  recommended  by  an  accounting  consultant.   The  accounts 
are  of  double  entry  type  and  are  maintained  by  the  accounting 
department  in  three  groups: 

1.  A  group  with  each  City  appropriation,  in  the  same 
detail  as  the  City  budget,  with  encumbrances  against  and 
expenditures  under  each  appropriation,  with  balances  held 
by  the  City  auditor  and  with  petty  cash.   Appropriate  con- 
trol accounts  are  maintained  over  subsidiaries.   The  account 
group,  for  the  most  part,  exactly  parallels  the  appropriation, 
encumbrance,  and  expenditure  accounts  kept  by  the  City 
auditor  for  the  library. 

2.  A  group  with  revenue  collections,  on  a  cash  basis, 
offset  against  deposits  with  the  City  treasurer.   This 
account  group  carries  more  detail  than  the  accounts  of  the 
City  treasurer  and  auditor,  but  always  reflects  identical 
totals . 

3-  A  group  with  the  principal,  income,  encumbrances, 
and  expenditures  of  each  trust  fund  (with  one  exception) . 
Appropriate  control  accounts  are  maintained  over  subsidiaries. 
The  principal  accounts  parallel  those  kept  by  the  City 
treasurer,  but  the  income  and  expenditure  accounts  are  in 
greater  detail  than  those  of  the  City. 

The  striking  parallelism  between  the  accounts  kept  by 
the  library  and  those  of  the  City's  general  accounting  agency 
raises  the  question  as  to  whether  duplication  of  effort  could  be 
eliminated  by  discontinuing  all  or  a  substantial  part  of  the 
library  accounts.   The  report  in  this  series  on  general  financial 
administration  in  the  City  of  Boston  recommends  the  centralization 
of  most  accounting  records  in  the  City  auditor's  office  and  the 
elimination  of  duplicating  accounts  in  the  departments.   The  effect 
which  the  implementation  of  this  recommendation  would  have  on  the 
library  is  of  considerable  interest. 

The  arguments  advanced  by  library  personnel  in  support 
of  the  proposition  that  separate,  independent  department  accounts 
are  vital  have  a  general  application  to  many  other  departments. 
They  include:  (l)  the  argument  that  without  independent  accounts 
the  library  might  be  charger!  through  error  with  expenditures  of 
another  department  and  would  have  no  means  of  ascertaining  the  fact; 
(2)  the  argument  that  without  up-to-date  records  immediately  at 
hand,  the  library  would  be  unable  to  control  its  rate  of  expendi- 
ture so  as  to  exhaust  its  appropriations  completely;  (3)  the 
argument  that  the  central  accounts  are  not  kept  in  sufficient 
detail  for  the  needs  of  the  library;  and  (4)  the  argument  that  the 
status  of  the  library  trustees  as  trustees  requires  separate 
accounts  for  trust  funds. 
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These  arguments  have  validity  in  the  existing  situation, 
but  none  except  (4j  have  any  validity  if  central  accounts  were 
properly  set  up  as  recommended.   The  central  accounts  would  have 
to  be  kept  in  such  detail  as  the  needs  of  departments  required, 
even  if  punch  card  equipment  had  to  be  employed;  reporting  would 
have  to  be  made  accurate  and  up  to  date;  and  reports  of  charges 
against  appropriations  would  have  to  be  supported  by  copies  of 
standard  invoices  or  similar  documents.  Accordingly,  it  is 
suggested  that  when  the  central  municipal  accounting  and  disbursing 
system  is  brought  into  conformance  with  the  recommendations  of  the 
report  cited,  the  appropriation  and  revenue  account  groups  be 
discontinued  in  the  library  offices.   It  would  still  be  necessary 
for  the  library  to  maintain  independent  records  of  trust  funds 
because  of  its  fiduciary  responsibilities. 

Insofar  as  mechanics  are  concerned,  the  manner  of  main- 
taining the  appropriation  and  expenditure,  and  revenue  account 
groups  is  entirely  satisfactory. 

The  trust  fund  group,  on  the  other  hand,  presents  some 
problems.   Trust  fund  income  is  used  almost  exclusively  for 
acquiring  books  and  periodicals,  the  limitation  on   total  acquisi- 
tions being  the  actual  income  realizations .   The  trust  fund 
accounts  in  the  accounting  office  are  kept  by  funds,  while  the 
library  budgets  its  expenditures  from  trust  fund  income,  not  only 
by  funds,  but  also  by  allotments  to  departments .   The  maintenance  of 
encumbrance  records  for  department  purchases  has  been  entrusted  to 
the  book  purchasing  department,  where  responsibility  for  inter- 
cepting commitments  in  excess  of  either  department  budget  allot- 
ments or  fund  income  is  vested.   This  arrangement  requires  the  bock 
purchasing  department  to  keep  rather  elaborate  records,  in  hand- 
written form,  of  encumbrance  against  both  budget  allotments  and 
fund  income.  Records  of  encumbrances  as  related  to  fund  income  are 
duplicated  in  the  accounting  office.   Unfortunately,  the  procedures 
in  the  book  purchasing  department  are  such  that  obligations  can  be 
incurred  before  encumbrances  are  recorded,  whether  against  the  City 
appropriation  for  books  or  against  trust  fund  income.   Thus,  it  is 
possible,  although  not  common  practice,  for  obligations  to  exceed 
allotments  or  income.  Actual  experience  has  demonstrated  that 
trust  fund  income  is  sometimes  expended  before  it  is  actually 
realized,  with  the  undesirable  net  effect  of  the  application  of 
income  borrowed  from  other  trust  funds  to  purposes  which  could 
violate  the  trust  indentures.   Moreover,  the  accounting  department 
cannot  control  such  expenditures  in  anticipation  of  income  because 
its  encumbrance  records  are  posted  from  summaries  by  the  book 
purchasing  department  after  obligations  have  already  been  incurred. 

The  lack  of  truly  effective  control  over  trust  fund 
expenditures  both  as  regards  the  limitations  of  budget  allotment 
and  actual  income  realizations,  the  overlapping  of  the  responsibili- 
ties of  the  accounting  and  book  purchasing  departments  in  the  matter 
of  records  with  trust  fund  income,  the  laborious  work  entailed  by 
handwritten  accounting  records  in  the  book  purchasing  department, 
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and  the  inappropriate  combination  of  purchasing  and  accounting 
functions  in  the  purchasing  department  argue  strongly  in  favor  of 
the  transfer  of  all  accounting  and  preauditing  activities  of  this 
department  to  the  accounting  department.   To  make  the  transfer 
effective  for  control  purposes,  it  would  be  necessary  to  expand 
the  central  accounts  to  include  accounts  with  allotments  of  trust 
fund  income  to  the  various  departments,  and  to  route  purchase 
orders  through  the  accounting  department,  before  obligations  are 
actually  incurred,  for  a  certification  of  the  availability  of  both 
income  credits  in  the  funds  drawn  upon  and  unexpended  allotments 
for  the  incurring  departments.   Basic  accounting  procedures  would 
be  unchanged  so  far  as  posting  media  are  concerned.   This  step 
would,  of  course,  eliminate  any  handwritten  supplementary  records. 

Because  of  the  mechanical  limitations  of  the  accounting 
machines  in  use,  it  has  been  necessary  to  split  accounts  with  trust 
funds  into  three  groups:  one  with  trust  fund  principal;  one  with 
encumbrances  against  trust  fund  income;  and  one   with  actual  expend!' 
tures  against  trust  fund  income.   It  is  recommended  that  the  two 
latter  groups  be  combined  into  a  single  group,  in  the  same  manner 
in  which  accounts  are  now  kept  with  the  encumbrances  against  and 
expenditures  under  City  appropriations,  either  by  adding  a  register 
to  the  accounting  machine,  or  by  replacing  the  machine,  when  it 
becomes  obsolete,  with  one  having  a  larger  register  capacity.   This 
step  would  eliminate  the  present  duplication  of  effort  necessary  to 
post  income  credits  to  the  proper  trust  funds  in  both  the  encum- 
brance and  the  expenditure  groups. 

One  large  trust  fund  has  recently  been  created  for  the 
benefit  of  the  library  under  conditions  which  remove  its  principal 
from  the  custodial  authority  of  the  City  treasury.   The  trust  has 
proved  somewhat  complicated  to  administer,  and  accounts  with  it 
have  not  yet  been  set  up  by  the  accounting  department  as  for  ether 
trusts.  Action  should  be  taken  as  soon  as  possible  to  bring  this 
fund  under  accounting  control^ 

f .   Classification  of  Expenditure  Accounts:   The  basic 
classification  of  expenditure  accounts  used  by  the  library  is 
dictated  by  City  practice  and  is  subject  tc  the  objections  raised 
in  another  report  in  this  series  on  financial  administration  in 
the  City  of  Boston.   The  library  subclassif ies  all  expenditures 
by  departments  through  analysis  of  expenditures  charged  against 
appropriations,  and,  except  in  certain  cases,  thus  makes  available 
important  data  on  the  operating  costs  of  each  department. 

Consumable  supplies  and  materials  purchased  for  storage 
and  reissue  are  charged  to  an  account  with  office  supplies  and 
are  not  subsequently  charged  to  the  requisitioning  departments. 
Elsewhere  in  this  report  it  is  recommended  that  perpetual  inventory 
control  be  established  over  office  supply  stocks.   This  inventory 
should  carry  cost  data.   Copies  of  stores  requisitions  should  be 
kept  by  the  storeskeeper,  priced  out  from  the  inventory  records, 
grouped  by  departments  at  the  end  of  each  month,  and  reported  in 
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summary  to  the  accounting  department,  where  entries  should  be  made 
crediting  the  stores  account  and  charging  the  various  departments. 
The  stores  account  would  be  a  revolving  account,  closely  balanced 
with  the  value  of  the  actual  inventory  and  verifiable  against  It. 
Under  this  arrangement,  the  library  administration  would  be  pro- 
vided with  department  cost  figures  which  include  office  supplies 
and  would  be  in  a  position  to  exercise  better  control,  not  only 
over  department  expenditures,  but  also  over  inventory  losses. 

Serious  consideration  should  also  be  given  to  creating  a 
revolving  fund  for  the  printing  department  for  the  same  purposes. 
In  this  case,  charges  to  departments  should  be  based  upon  a  simple 
system  for  recording  labor,  material,  and  overhead  costs  for  each 
printing  job  on  job  tickets.   If  the  job  were  not  chargeable  against 
any  one  department,  as  for  example,  the  printing  of  the  library 
newspaper,  it  should  be  charged  to  an  expenditure  account  title  of 
its  own.   It  is  probable,  however,  that  every  job  can  properly  be 
charged  to  some  department. 

g.   Control  of  Receivables:   Income  accrues  to  the 
library  in  at  least  two  cases  where  payment  is  not  always  immedlate<- 
ly  made,  assets  thus  being  created,  the  status  of  which  is  of 
importance  to  the  library  administration.   These  assets  should  be 
brought  under  accounting  control.  Assets  are  created  by  sales  of 
publications  for  which  bills  are  rendered  to  customers  and  by  the 
accrual  of  rentals  for  tenancy  of  library-owned  real  estate.   In 
both  cases,  total  amounts  receivable  should  be  reported  to  the 
accounting  department  at  the  time  they  become  due,  where  an  approp- 
riate asset  account  should  be  debited  and  an  income  account 
credited.   Subsequent  collections  should  similarly  be  reported  in 
summary.   Subsidiary  records  of  the  status  of  individual  accounts 
could  continue  to  be  maintained  by  the  administering  department, 
but  control  accounts  over  them  should  be  reflected  in  the  central 
accounting  records,  not  only  as  a  matter  of  interest  to  the 
administrative  staff,  but  also  for  purposes  of  internal  check. 

h.   Control  of  Cash:   Entirely  adequate  and  admirable 
controls  have  been  set  up  to  protect  the  cash  collections  of  the 
library.   Standard  municipal  practice,  recommendations  for  the 
alteration  of  which  appear  in  another  report  in  this  series,  is 
followed  In  connection  with  the  depositing  of  collections  with  the 
City  collector. 

i.   Control  of  Property:   The  business  office  maintains 
an  accurate  and  up-to-date  card  inventory  of  key  classes  of  office 
machinery  and  equipment.   The  value  of  this  inventory  record  has 
been  demonstrated  repeatedly  in  practice  and  is  freely  admitted 
by  staff  members.   It  is  recommended  that  the  inventory  be  expanded 
to  include  all  movable  property  of  extended  life  having  a  value  in 
excess  of  some  reasonable  minimum.   The  inventory  could  best  be 
maintained  by  the  central  library  purchasing  unit  since  records  of 
new  acquisitions  or  disposals  should  pass  through  its  hands. 
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j.   Post  Auditing:   The  cash  transactions  of  the  library 
are  audited  at  irregular,  unannounced,  intervals  by  representatives 
of  the  City  auditor.   Trust  fund  transactions  are  audited  by  out- 
side firms" retained  by  the  board  of  trustees.   The  auditing  program 
is  considered  satisfactory. 

k.  Financial  Reporting:  Monthly  statements  of  the  status 
of  City  appropriations  showing  unencumbered  and  unexpended  balances, 
as  well  as  summary  statements  of  the  balances  of  petty  cash  accounts 
and  accounts  with  the  City  auditor,  are  prepared  from  the  records 
of  the  accounting  department.   Elaborate  supplementary  reports  are 
also  prepared  which  show  the  detail  of  expenditures  by  departments, 
details  of  revenue  collections,  and  the  income  and  expenditures  of 
trust  funds.   The  reporting  program  is  entirely  adequate  to  the 
needs  of  library  management,  with  the  single  exception  that  none 
of  the  reports  indicate  the  unencumbered,  balances  of  trust  fund 
allotments  and  income  realizations.   It  is  suggested  that  this  in- 
formation be  prepared  on  a  monthly  basis  from  the  records  of  the 
accounting  department. 

1.  Administration  of  Trust  Funds:   The  library  has  been 
the  recipient  of  a  large  number  of  trust  funds,  the  income  from 
which  must  be  reserved  for  purposes  specified  by  the  donor.   In 
all  but  one  case,  the  trustees  of  the  library  are  vested  with  the 
responsibility  for  controlling  trust  fund  investment  portfolios, 
although  the  City  treasurer  is  the  custodian  of  the  securities 
themselves.   The  exception  actually  comprises  two  trust  funds,  one 
of  which  consists  of  securities  under  the  trusteeship  of  a  bank, 
and  the  other  of  which  consists  of  reat  estate,  under  the  trustee- 
ship of  the  library  board  of  trustees. 

Investment  portfolios  have  not  been  given  the  attention 
they  deserve  by  the  library  trustees  insofar  as  continuous  review 
to  assure  maximum  income  consistent  with  safety  of  principal  is 
concerned,  although  close  attention  has  been  paid,  in  recent  years 
particularly,  to  verifying  the  actual  presence  of  the  stocks  and 
bonds  comprising  portfolios  in  the  hands  of  the  City  treasurer. 
Initiative  in  the  matter  of  adjusting  portfolios  to  changing 
economic  conditions  has  been  left  largely  to  the  City  treasurer. 
The  board  of  trustees  should  retain  competent  investment  counsel 
to  advise  them  as  to  portfolio  adjustments  and  to  review  portfolios 
continuously  on  the  basis  of  whatever  emphasis  the  trustees  wish 
to  place  on  safety  versus  yield.   Professional  counsel  is  pre- 
ferred to  undertaking  an  investment  management  program  within  the 
library  department,  because  the  problems  involved  are  extremely 
technical  in  nature  and  demand  continuous  attention. 

In  the  case  of  the  trust  fund  containing  real  estate,  it 
would  be  most  desirable,  on  identical  reasoning,  to  employ  the 
services  of  an  outside  real  estate  management  firm.   Unfortunately, 
the  donor  of  the  trust  is  opposed  to  such  a  step  and  his  wishes  must 
be  respected.   The  library  has  already  undertaken  to  assign  a  staff 
member  exclusively  to  the  management  of  these  properties.   The  ex- 
perience of  the  library  during  the  life  of  this  compulsory  arrange- 
ment will  point  the  way  to  the  best  solution  in  the  future. 
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Whether  or  not  outside  assistance  is  sought  for  trust 
fund  administration,  the  library  should  install  a  card  ledger  of 
stocks,  bonds,  or  other  investments  to  record  acquisition  dates, 
cost  or  value  at  time  of  acquisition,  descriptions  of  the  charac- 
teristics of  each  item,  income  accruals,  holders'  rights,  and 
similar  data.   The  ledger  would  permit  trustees  and  other  officers 
of  the  library  to  refer  quickly  to  important  investment  information 
and,  if  supplemented  with  income  records  taken  from  financial 
publications,  would  help  to  verify  reports  of  custodians. 

m.   Financial  Terminology:   During  the  course  of  the  field 
work  upon  which  this  report  is  based,  it  was  repeatedly  noticed 
that  the  library  staff  employes  used  incorrect  and  varying  terminolo- 
gy in  referring  to  financial  transactions.   ''Expenses,"  for  example, 
are  confused  with  "expenditures,"  and  "expenditures"  with  "dis- 
bursements."  "Commitments"  are  used  interchangeably  with  "encum- 
brances'1 in  connection  with  references  to  accounting  practices. 
"Receipts"  and  "income"  are  not  clearly  distinguished.   Clear  and 
consistent  terminology  is  very  important  whenever  ideas  are  con- 
stantly being  exchanged,  and  particularly  so  when  financial  con- 
cepts are  in  question.   It  is  suggested  that  the  library  conform 
to  accepted  practice  in  this  connection  and  that  the  business  office 
train  its  personnel  in  the  precise  meanings  of  tbrms  frequently 
used. 


1 1 '  Appropriations,  Other  Income,  and  Expenditures 

Reports  of  the  City's  auditing  department  show  recent 
annual  approximate  appropriations  for,  and  expenditures  by,  the 
library  as  follows: 

Year     Appropriations     Expenditures 

1946  $1,385,801  $1,379,562 
19^7  1,817,550  1,811,389 
1948      2,13?M60         2,132,298 

In  the  same  annual  reports,  the  expenditures  were  dis- 
tributed to  various  accounts  as  follows: 

1946        19^7        1948 

Personal   services  $1,108,103  $1,453,087  $1,718,218 

Contractual   services  132,105  160,740  195,122 

Equipment  94,581  141,531  154,936 

Supplies  27,743  33,743  37,332 

Materials  14,010  19,747  24,428 

Special    items  3,020  2,541  2,262 

Totals  $1,379,562        $1,811,389        $2,132,298 
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Data  with  respect  to  trust  funds  and  gifts  for  immediate 
use  appearing  in  the  annual  reports  of  the  City's  accounting  de- 
partment are  summarized  as  follows: 


Balance  from 
Year   Preceding  Year 

19^6  $   95,476 

1947  105,603 

1948  108,711 


Income  and 
Credits 

$56,506 
50,900 
87,174 


Expenditures 

$46,378 
47,792 
87,735 


Balance  to  SuC' 
ceeding  Year 

$105,603 
108,711 
108,150 


Other  library  receipts  during  the  same  years,  as  summarized 
in  the  annual  reports  of  the  library,  were  approximately  as  fellows: 


Fines 

Sales   of    publications 

Payments   for   lost   b^oks  and  damages 

Commission  on  telephone    stations 

Commission  on  coin  locks 

Sale   of  waste  paper 

Miscellaneous   receipts 

Totals 


1946 

1947 
$26,889 

1948 

$26,150° 

$28,061 

364 

290 

200 

1,441 

1,408 

1,409 

556 

662 

720 

427 

869 

1,122 

498 

598 

1,135 

421 

646 

66c 

$29,857     $31,362     $33,313 


It  has  been  estimated  by  library  officials  that  the  value 
of  real  and  personal  property  held  in  trust  currently  exceeds 

$5,000,000. 


m 


_ 


